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To my grandparents, who taught me by example.
Abstract.
The globalized and fast changing world we are living in requires organizations
to be more flexible, adaptive and innovative to keep pace with the changing
demands of today's environment. A new approach to organizational culture is
therefore   needed,   together   with   a   reinvented   leadership   paradigm,   more
suitable to face such change.
Organizational   innovation   represents   a   critical   element   of   the   utmost
importance for organization survival in today’s business. In the last decades,
transformational leadership, together with emotional intelligence that must be
considered as one of its main components, has become one of the key factors
influencing organizational innovation. In fact, transformational leadership has
been recognized as capable to influence the followers’ behaviour by creating a
satisfying environment, where subordinates are motivated and have an higher
job   satisfaction.   Thus,   within   this   positive   climate   subordinates’   turnover
intention is reduced while their  level  of  commitment to the organization is
enhanced.
The   present   thesis   aims   to   investigate   the   processes   through   which
transformational   leadership   develops   employees’   attitudes   and   behaviours,
which, in turn, support and promote organizational change.
A   review   of   significant   literature   works   concerning   transformational
leadership and emotional intelligence was carried out for the purpose. More
specifically,  the analysis   focused on the identification of  the individual and
synergistic contributions of the two types of intelligence, cognitive intelligence
(IQ)   and   emotional   intelligence   (EI),   towards   developing  and   consolidating
effective   leadership.   The   role   of   emotional   intelligence   revealed   to   be
particularly relevant as it contributes to bolster the transformational leader's
ability to inspire and build relationships with followers.
Two  main   insights  were   achieved   during   this   work   of   thesis:   first,   truly
1
exceptional   leaders   must   possess   multiple   kinds   of   intelligence;   second,
transformational leaders endowed with high emotional intelligence would be
able to increase the level of organizational innovation as well as organization
performances beyond expectations.
The methods and results of a brief investigation, about the popularity of those
theories in Italy, which was run in the form of questionnaires as part of the
thesis, have been included.
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Introduction.
Obey those who rule over you, and submit to their authority,
because they keep watch over you, as those who must give an
account. Do this so that their work will be a joy, not a burden,
for that would be of no benefit to you. 
- Heb.13:17
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We live in a world that is more turbulent, chaotic, competitive and challenging
than   ever   before.   Change   is   a   constant   in   our   world,   globalization   and
competition   for   resources,   both   natural   and   human,   create   a   need   for
conflict­resolution   and   problem­solving   skills,   failing   to  meet  which  would
mean the expulsion from the market; organization must be alert and flexible to
remain competitive.   In  fact  organizational  changes  are  becoming more and
more one of the major component of the everyday life of the organization. Even
the basic principles of doing business successfully are fundamentally changing.
The current environment is accompanied by shortage of skilled, competent and
committed employees able to cope with it. One of the largest change occurred
in the past twenty years is that an always greater share of worldwide wealth is
related to the human labour force. If we were able to look back to thirty­forty
years ago, the reality of human resources we'd find would be totally different
than the actual one; we're not judged anymore only by how smart we are or by
our training or expertise, but also by how well we can handle ourselves and
our peers.
We faced, and we are still facing, one of the biggest change in the history of
humanity since the overcome of the subsistence economy to the trading one, we
moved from a concrete­asset based economy to a knowledge based one, from a
thing based to a thought based. Ulrich regards people as intangible resources
which   are   the  basis   of   the   competitive  advantage   for  most   organizations1.
Thus, the commitment of competent employees is critical to the success of the
organization. Again, Ulrich2 argues that the competitive edge of companies no
longer lies in its product, but in its people. People, skilled people, have become
the real lifeblood of organizations and they represent the most important and
valuable   resource   of   organizations,   therefore   our   knowledge   and   practice
1 ULRICH D., “A New Mandate for Human Resources”, Harvard Business Review, 2000,
2 ULRICH D., “Human Resources Has To Create Real Business Value”, Management Today,
2002.
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leadership must adapt to these changes, otherwise they'll be left behind. No
organization can perform at peak levels unless each employee is committed to
the organization's objectives and works as an effective team member. It is no
longer good enough to have employees who come to work faithfully everyday
and do their jobs independently, now they have to think like entrepreneurs
while working in teams and have to prove their worth. Committed employees
usually act in the interests of their organization and, furthermore, they tend to
generate high performance business outcomes as measured by increased sales,
improved   productivity,   profitability   and   enhanced   employee   retention.
Consequently,   lack   of   employee   commitment   threatens   the   survival   of   the
organization because a loss of a competent employee is a loss of competitive
advantage for the organization. In fact the globalization of the workforce puts
a particular premium on emotional intelligence in wealthier countries. Higher
salaries in these countries depends  and will depend more and more, on a new
kind   of   productivity,   not   based   only   on   structural   fixes   or   technological
advances   anymore   because,   as   we   well   know,   streamlining   and   other
innovations   often   create   new   problems   that   need  more  competences  to   be
handled. 
Therefore,  now  more   than  ever  before,  managing  human  resources  play  a
crucial   role   in   the   process   of   increasing   companies’   effectiveness   and
competitivity. As organizations seek to empower their employees, leadership
development is  crucial  to help teams and  individuals  move forward toward
accomplishing the firm’s goals. 
Organizations need to develop leadership from within, we can say that the key
ability   of  winning   organizations   is   creating   leaders.  Organizations  with   a
network of leaders are the ones most likely to thrive, and employees who are
given the opportunity to develop leadership skills are more inclined to take
responsibility and feel pride in their work and to develop that commitment to
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the firm we were talking above.
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Part I: Leadership.
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1 Introduction
Until few years ago we were used to be taught that in organizations people
could be divided into three different groups according to their role:
1. the producers;
2. the managers;
3. the leaders.
Few years passed by but in those few years many changes occurred. Nowadays
borders have got blurred, there are many leaders, not just one. Leadership is
distributed.   It  resides  not  solely   in the  individual  at   the  top,  but   in  every
person at every level who, in one way or another, acts as a leader to a group of
followers. Due to this each manager is now called to be a leader also.
Being excellent in each of these roles is very important for aiming to success.
Producers are the ones who develop ideas and make sure the job will be done.
Managers manage the producers and their resources. But if there were not
leaders the others would not  have a clear  vision and direction,  and so the
mission would be lost. This makes leaders the most crucial group of people in
the organization3.  Historically   there  has  been two major approaches  to  the
study of leadership and leaders:
1. Some scholars4  thought  of  a   sort   of  jolly   leader,  who's  a  man  (or  a
woman) possessing a set of capabilities which makes him able to adapt
to  any   situation  and   to  perform better   than  others   leaders  missing
those traits;
2. Others5  suggest that, as far as people differ from each other for traits
and skills  and  that  all  people  perform better   in some situation and
3 COVEY STEPHEN R., Principle centered leadership. USA. Simon & Schuster, 1992
4 BASS B.M., Leadership and Performance Beyond Expectations, 1985.
5 FIEDLER, F.E. A theory of Leadership Effectiveness, 1967.
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environment than in others,  different situations need different leaders
(i.e. Contingency Theory). 
In the changing work place of today, not only technologies are changing. The
needs and value orientations of people are changing also and they reflect both
their upbringing as well as the norms and mores of the society. These changes
are often associated with, the increasing rhythm of work­life and its always
growing   focus   on   globalization,   technological   innovations   and   competitive
advantage. No matter what we'd like but this is a world where competition
rather   than   cooperation   drives   business   success   and   achievement   because
success will always be important in a society which relies on competitiveness
instead   of   cooperation.   Achievement   for   the   sake   of   personal   success   and
self­aggrandizement   produce   limited,   short­term   results.   However,   when
business  leaders  promote  achievement,  responsibility,  and creativity  among
work colleagues as a sign of their own professional and personal success, both
the organization and the individual benefit.
In this thesis we'll focus on the  human resources transformational leadership
frame6, considering that an organization’s most critical resources are people’s
skills,  insights,  ideas, energy, and commitment. This frame is based on the
following set of assumptions: 
1. Organizations serve human needs such as physiological and social ones,
self­ esteem and self­actualization. 
2. Organizations   and  people   need   each   other;   organizations   need   skill,
energy, and ideas. Similarly, people need work opportunities, salaries
and careers. 
3. Either the organizations or the people will suffer when the fit between
the people and the organization is poor. As a result, organizations will
6 BOLMAN   L.   G.   and   DEAL,   T.E.,   Reframing   organizations:   Artistry,   choice,   and
Leadership, 1991;
BOLMAN   L.   G.,   Looking   for   leadership:   Another   search   party’s   report.   Educational
Administration Quarterly, 1994.
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exploit people or people will find ways to exploit the organizations. 
4. Both   organizations   and  people  will   benefit   from  a   good   fit   between
people and the organization, people will find meaningful and satisfying
work, and organizations get the human skill and energy that they need. 
This kind of leaders value relationships, the feelings of individuals and try to
lead through facilitation and empowerment; according to Banerjee and Singh7,
we can think that the transforming leader is the leader of the future.
Yesterday Today Tomorrow
Organizational
Style Paternalistic Professional
Empowered, learning, 
vibrant.
Employees
Considered as...
Hungry, naked and
defenceless.
Thinking and rational
being.
Fully evolved, 
completely 
satisfied, mature 
human 
beings.
Motivational
Methods
Driving people 
through basic 
needs.
Driving people 
through social and
intellectual needs.
People drive 
themselves.
Role of HR
departments
Provide people 
with basic needs.
Motivate by 
providing fair 
appraisals and 
compensation 
system.
Change agent, 
Innovator, strategic 
partner.
BANERJEE P. K. and SINGH S., Leading for the Future: Role of HR, 2007.
In the following pages we'll analyse the former theory in the light of this last
brief   consideration   and   that   what   firms   really   need   isn't   a   bunch   of
interchanging different leaders to alternate as fast as situations evolve, but a
core  of   few  leaders  who  can  fit   to  a   large  spectrum of  situations  adapting
7 BANERJEE P. K. and SINGH S., Leading for the Future: Role of HR, 2007.
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themselves and leading the change of the whole organization itself. 
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2 Leadership VS Management
What is leadership? While this may appear as a simple question, it is very
hard to find a precise definition that has universal acceptance, indeed a great
number of definitions have been offered over the years, but all they agree upon
is   that   leadership   is   a   complex   phenomenon.   The   mainstream   literature
suggests   that   there   is   an   important   distinction   between   the   two   terms:
‘‘leader’’ and ‘‘manager’’. Usually we can say that leaders are concerned with
the spiritual  aspect  of   their  work,   that   is,   they  have   followers  who  deeply
believe in them and they possess a latent power in organizations. However,
managers  deal  with  mundane   tasks   such  as  allocation  of   roles,   tasks  and
resources needed to achieve organizational goals, coordination of the allocated
activities   and   processes   and   monitoring   the   everyday   operation   of   the
organization. In other words while the former is largely an art the latter is
considered a science. Managers are associated with periods of stability; leaders
with periods  of   turbulence.  When people are at  peace,  happy and satisfied
there is hardly any need for leadership. On the other hand, when the human
condition  is  at  stake and the situation urges someone to step  forward and
initiate change, the need for leadership is high. In addition to this,   leaders
have a vision of the future and they develop strategies that are necessary to
bring about changes needed to achieve that vision. However, managers take
incremental steps and create timetables to achieve those results.
Leadership   is   creating   and   maintaining   a   sense   of   vision,   culture,   and
interpersonal relationships, however, management is coordinating, supporting,
and monitoring the activities of an organization. Hersey and Blanchard claim
that   leadership   is  a  broader  concept   than management8.  Management   is  a
sub­skill of leadership in which achieving organizational goals is of paramount
8 HERSEY P.   and  BLANCHARD K.H.,  Management  Of  Organizational  Behavior,   First
Edition, Prentice Hall, 1969
12
importance.  Leadership  involves working with and through people so as to
accomplish goals but not necessarily organizational goals. Leadership is about
coping with  change whereas  management   is  about  coping with complexity.
Management  brings   order  and   consistency   in   order   to   achieve   the  desired
outcomes.
Leadership and management have quite different impacts on organizational
performance,  indeed while leadership and management are complementary,
they serve different goals. Organizations need both good leaders and managers
to realize their objectives. 
Kotter  further points  out that developing a good  independent leadership is
centrally   important   for   any   organization   because   it   is   different   from
management,  and the primary force behind successful  change is   leadership
and not management9. Kotter10 provides a distinction between the essentials of
leadership and management as shown in the following table.
Management VS Leadership
Planning and Budgeting:
detailed plans for short-term goals.
Establishing direction: 
defining the future vision and long-term 
objectives.
Organizing and Staffing:
organizing work-teams and delegating 
responsibility.
Aligning people:
articulating the vision and influencing 
people .
Controlling and Problem Solving:
monitor results and reactive problem 
resolution.
Motivating and Inspiring:
energizing people to deliver results and 
meet higher needs. 
Result: produces predictable results 
and order. 
Result: produces change to a dramatic 
degree.
KOTTER, J.P., Leading Change, 1996
9 KOTTER, J.P., What Leaders Really Do, First Edition, Harvard Business School Press,
1999.
10 KOTTER, J.P., Leading Change, Harvard Business School Press, 1996.
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Another   interesting   comparison   which   expands   Kotter's   one   is   the   one
provided by Conger and Kanungo11, as shown in the following table.
Management VS Leadership
Engages in day-to-day activities: 
Maintains and allocates resources. 
Formulates  long-term  objectives  for
reforming the system: 
Plans strategy and tactics.
Exhibits supervisor behavior: 
Acts to make others maintain standard job
behavior
Exhibits leading behavior: 
Acts  to  bring  about  change  in  others
congruent with  long-term objectives. 
Administers  sub-systems  within
organizations.
Innovates the entire organization. 
Asks how and when to engage in standard
practice. 
Asks  when  and  why  to  change  standard
practice.
Acts  within  established  culture  of   the
organization. 
Creates  vision  and  meaning  for  the
organization and strives to transform 
culture.
Uses transactional influence: 
Induces compliance with manifest  behavior
using  rewards,  sanctions,   and  formal
authority.
Uses transformational influence:
Induces  change  in  values,  attitudes,  and
behavior  using  persona   examples  and
expertise. 
Relies  on  control  strategies  to  get   things
done by subordinates. 
Uses  empowering  strategies  to  make
followers internalize values.
Supports  the  status  quo and  stabilizes  the
organization. 
Challenges  the  status  quo  and  creates
change.
CONGER, J. A., AND KANUNGO, R. N., Charismatic Leadership In Organizations, 1998
An   important   element   to   point   out   is   the   reference   to   the
transactional/transformational pattern, over with we'll go back in a short time.
Summing up, we can say that when life is orderly and predictable, people and
organizations have no need of leaders, they just need managers who'll strive to
11 CONGER, J.A., AND KANUNGO, R.N., Charismatic Leadership In Organizations, First
Edition, Sage Publications, 1998.
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improve what is  already there. The need for leaders starts when times get
more turbulent and less predictable, when what is already there isn't enough
anymore, or isn't there at all anymore. These are times of change, and these
are our times, times for leaders.
Another interesting point of view about this comparison is the one proposed by
Thomas   W.   Kent,   John   C.   Crotts   and   Abdul   Azziz   in   Four   Factors   of
transformational leadership behavior12 in the following table:
Leading Managing
Purpose To create direction and the unified
will  to  pursue  it  through  the
development  of  peoples'  thinking
and valuing.
To determine and compare alternative
utilizations  and  allocations  of
resources  and  to  select  that
alternative  which  is  most  energy
effective  toward  accomplishing  or
producing a product or end.
Products The establishment of thrust toward
a purpose;
The creation of social orderliness to
carry out that thrust;
Higher states of behavior in terms
of principles, values and intentions.
Resources,  organized  effort  and
awareness  of  performance  and
progress toward goals; 
Creation  of  a  desired  mode  of
working  among  people  and  other
resources; 
The  most  energy-effective  way  of
dealing with the causes of events and
situations in accomplishing a purpose
tied to a particular situation.
Processes Creating  vision,  aligning  people,
motivating, inspiring.
Processes,  staffing,  budgeting,
organizing,  controlling  and  problem
solving.
THOMAS W. KENT, JOHN C. CROTTS and ABDUL AZZIZ, 
Four Factors of Transformational Leadership Behavior, 2001.
12 THOMAS   W.   KENT,   JOHN   C.   CROTTS   and   ABDUL   AZZIZ,     Four   Factors   of
Transformational Leadership Behavior, 2001.
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3 The Old Paradigm, the Transactional 
Leadership.
According   to  Bass13  and  Burns14,   the  main divide  amongst   the   leaderships
theories is the one between transformational leadership and transactional one.
We'll take off from the definitions made by Sarros and James in their study15,
where   they   define   the   transactional   leadership   as   the   one  which   “occurs
between leaders and followers where followers are rewarded on the basis of
their work performance”, which means that the relationship between managers
and employees is based on bargaining. Instead the transformational leadership
is the one which “motivates workers to perform beyond expectations”, because it
is based on mutual trust. That being said it's easy to imagine that the former
is usually considered as less efficient than the latter which, on the contrary, is
considered as comparatively better.
A Transactional Leadership Model.
Transactional leaders pursue a cost­benefit, economic exchange with followers.
In this relationship, followers'  material  needs are satisfied in return for an
expected work performance. Due to its being based on a contingent reward it is
also called  “Contingent Reward Leadership”. There are no doubts, contingent
reward   leadership   achieves   results.   People   appreciate   tangible,   material
rewards  for   their efforts.  From this  perspective,  contingent reward may be
considered as a positive reciprocal relationship between leaders and followers
who barter ideas and skills in exchange for accomplished company goals and
fulfilled individual needs. The figure of the leader is seen as extremely goal
13 BASS B. M. Leadership and performance beyond expectations, 1985.
14 MACGREGOR BURNS J. Leadership, 1978.
15 SARROS C.J., SANTORA J.C. The Transformational­Transactional Leadership Model in
Practice. Leadership & Organization Development Journal 2001.
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oriented and to be contingent on a condition of traits and situations involving a
transaction or exchange between the leader himself and the followers.
However the negative aspects related to the transactional leadership model
are many and cannot be ignored:
• Relying   only   over   financial   incentives   will   make   people   forget   the
immaterial transactions any organization is based on; there are many
parties   other   than   the   money   in   an   organization:   there   are   the
customers, the staff, there are the suppliers, and there are the owners.
They are all stakeholders and they all deserve consideration.
• Another thing is that generally people who are moved only by money
tend to be less loyal to the organization and more prone to  “betray it”
when   the   right   offer   comes,   pauperising   the   human   asset   of   the
company.
• Money driven people are more exposed to ethical scandal and tend to be
more egoist and less emphatic. This might be dangerous for the cases of
conflict of interests, as the recent stock options scandals.
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4 Transformational Leadership.
As   we   have   briefly   said   the   pioneer   of   the   conceptualization   of
transformational/transactional model is James MacGregor Burns. In 1978 in
his seminal book “Leadership” he was the first to explain that leaderships can
be distinguished in two major kinds, transactional and transformational.
Burns holds that true leadership can not be separated from followers’ needs
and goals, rather its true essence lies in the interaction between the follower
and the  leader.  As   it  has  been already said,   this   interaction can take two
different   forms:   the   aforementioned   transactional   and   transformational
leadership.   Transactional   leadership   occurs   when   there   is   an   exchange
between   people   which   can   be   economic,   political   or   even   (but   not   just)
psychological in nature. The relationship between the leader and the follower
is   purely   based   on   bargaining   and   it   does   not   go   beyond   this.  However,
transformational leadership occurs when the leader and the follower elevate
one another to higher levels of motivation and morality and, as we'll better see
later, the relationship between the manager and  the employee is of mutual
trust   and   characterized   by   four   factors:   charisma,  inspiration,   individual
consideration, and intellectual stimulation.
The first model  is a reward­based one, where business leaders offer financial
rewards for extra productivity and threat penalties (or simply deny rewards)
for lack of productivity. It is a very simple “do­ut­des” model which, as we'll see
further on, doesn't take into consideration the fact that the human being isn't
only rational, but he is, probably more emotional than rational, thus he cannot
be driven just by incentives or promises of rewards, but rather he needs some
kind of emotional support. 
Transformational   leaders,  on the contrary,  ask  followers  to   transcend their
own self­interests  for   the good of  the organization,   to  consider their  longer
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term needs to develop themselves rather than their needs of the moment, and
to become more aware of what is really important. 
That's how the transformational leaders work, they stimulate and inspire their
followers   and,  more   important   than   anything   else,   they  make   their   goals
aligned with the mission of the organization. Doing so they can lead them to a
twofold point, achieving extraordinary outcomes and in the process develop
their own leadership capacities. This second model, which considers people as
individuals and cares about their needs and peculiarity, provides the necessary
drives16;  more than this transformational  leaders raise the consciousness of
followers by appealing to higher ideals and values such as justice and equality.
In this way we may look to the transformational component of the binomial
transactional­transformational  as  a  sort  of  expansion of   the   first   term,   the
traditional   transactional   leadership.   To   be   honest,   the   traditional   good
performance­reward/bad   performance­sanction   pattern   is   still   reasonably
effective under the most  circumstances.  To tell   the truth,  nowadays  in the
ultra   competitive   arena   organizations   are   competing,   obtaining   good
performance   is   not   enough   anymore.   Rather   we   need   to   motivate   the
employees   raising   their   self­esteem   and   make   them   engage   in   a   true
commitment   to   a   shared   vision   and   so   obtaining   performances   beyond
expectation17. That is the real added value of the transformational way to lead.
Burns conceived leaders to be either transformational or transactional, but the
original paradigm was modified by Bass and Avolio who realized that such
binomial   was   largely   insufficient   to   recollect   all   the   various   species   of
leadership behavior and went much further in the analysis of the dynamics of
leadership  and   in   setting  up  a  model   able   to   recollect   analytically   all   the
possible   kinds   of   leadership   behaviors.   They   spawned   the   so   called   “Full
16 MCGREGOR BURNS J., Leadership, 1978.
17 BASS B. M., Leadership and Performance Beyond Expectations, 1985.
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Range of Leadership Models”18 and proposed that transformational behaviour
despite being an alternative form of leadership, was just a way to increase the
effects of transactional leadership on the efforts, satisfaction and effectiveness
of subordinates19. This model focuses on a complete range of leadership from
transformational to passive/avoidant leadership. This theory disassembles the
two old kinds of leadership in many components (or way to behave):
• Laissez­faire Leadership.
• Transactional:
• Management by Exception;
• Contingent Reward.
• Transformational:
• Idealized Influence;
• Inspirational Motivation;
• Intellectual Stimulation;
• Individualized Consideration.
While  we'll   focus   in a  more  detailed way over   the  four  components  of   the
transformational   leadership,   let's   see   what   the   three   components   of
transactional leadership are.
18 BASS B. M., Transformational Leadership: Industrial, Military and Educational Impact,
1998.
BASS   B.   M.,   AVOLIO   B.   J.,   Multi   ­   Factor   Leadership   Questionnaire,   2004;
BASS   B.   M.,   AVOLIO   B.   J.,   Improving   Organizational   Effectiveness   Through
Transformational Leadership, 1993.
19 BASS   B.  M.,   Bass   and   Stodgill's   Handbook   of   Leadership   –   Theory,   Research   and
Managerial Applications, 1990.
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(1)  Laissez­Faire Leadership.
It   is   the   most   inactive   and   generally   the   least   effective   of   the   leaders
behaviors. It can be considered as a borderline figure due to the fact that  it is
the absence and avoidance of   leadership,   in   fact   it   is   the opposite of  both,
transactional and transformational leadership. In plain words the appointed
leader   keeps   his   hands   off   anything,   he   appears,   and   substantially   is,
indifferent to what is  happening,  and delegates all   trying to  keep personal
interactions to a minimum. Leaders of this kind avoid taking stands on issues,
do   not   emphasize   results,   abstain   from   intervening   and   fail   to   perform
follow­up, being unaware of  the performances of  their  followers.  While this
might not be a serious problem when subordinates are competent and able to
compensate the lacks of the leader, consequences  might be extremely serious
if the followers don't have the capabilities to compensate.
Despite all of this, there are some situations in which laissez­faire is not only
harmless but also paramount, as such situations where only the parties are
concerned (i.e. setting up a shifts schedule amongst clerks).
(2)  Management by Exception.
John Barbuto20 calls it the “putting out the fires leadership”. The leader sets up
standards for judging actions, enforces rules and doesn't like those who try to
change   the  status  quo.  He's   substantially   a   guardian,   or  a   jailer   ready   to
punish any deviance, rebellion or mistake. Leaders who practice management
by   exception   have   implicit   trust   in   their   workers   to   finish   the   job   to   a
satisfactory standard, so they avoid to push them further. These leaders do not
bother themselves to inspire workers to be top performers, rather as long as
the standard is maintained the system has worked, and everyone is happy. 
20 In   his   “Leadership   Development   Extension   Leadership   Workshops”,   conducted   in
Nebraska in 1997/1999.
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Main characteristics of this approach are the so called corrective transactions.
They may be distinguished in 
• passive (MBEP) or  
• active (MBEA).
If the leader is passive he passively waits for errors to occur and then takes the
corrective action, if  he is active he actively monitors the followers' assignments
to take corrective action as necessary. This kind of leaders often points out
errors in public context. Due to this fact, followers only hear from their leader
when something is wrong;  this  way of  leading is often related with a high
employee's turnover and absenteeism, poor satisfaction and poor perception of
organizational effectiveness.
(3)  Contingent Reward.
This   transactional   approach   tends   to   be   more   affective   than   MBE   and
contingent punishment, but it is still less effective than the transformational
one.  We've   already   spent   some  words   about   this   in   the   previous   part,   so
summing up about this behaviour, the leader bargains (figuratively) with the
followers  what  needs     to  be  done,  offering a  reward  (such as  a  bonus)   for
accomplishing it21.
The backside of this is that leaders can't get more than what they bargain for
when practising this style of leadership22.
21 Contingent reward can be transformational, however, when the reward is psychological
(i.e. immaterial), such as a praise.
22 PODSAKOFF P. M. and SCHRIESCHEIM C.A., Leader reward and punishment behavior,
a methodological and substantive review, Research in Organizational Behavior, 1985.
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A The Four Components of the Transformational 
Leadership. 
It's only with the remaining four behaviors that leaders are able to motivate
followers to perform  beyond  expectations and even transcend their own self
interest for the sake of the organization. In fact Yammarino and Dubinsky23
describe transformational leaders as heightening awareness and interests in
groups, increasing employee confidence, and gradually moving the followers'
interests from the importance of their personal existence to the existence of the
group. Transforming leaders are able to achieve this by illustrating four main
characteristics:   idealized   influence,   inspirational   motivation,   intellectual
stimulation and individualized consideration. These four behaviours are  the
elements which frame the transformational model and help us to know if a
leader is or is not acting in a transforming way. Let's see them in details.
(1)  Idealized Influence.
This is one of the three charismatic elements of the set. It consists of knowing,
and acting accordingly, the fact that leaders are considered as role models by
their followers. It's important to understand that this element is composed by
other two twin items:
1. leader's objective behaviours;
2. leader's behaviours that aren't actually present but that are attributed
to him by his followers. 
At the core of idealized influence is the creation of values relating to what is
important  in  life  which can create,  or better  inspire,  a sense of purpose  in
people, and showing that walking the talk is possible.
Leaders who master this element often display also a strong sense of emotional
23 YAMMARINO F. J., and DUBINSKY A. J., Transformational Leadership Theory: Using
Levels of Analysis to Determine Boundary Conditions, Personal Psychology, Vol 47, 1994.
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stability and control of emotions. They can be counted on to do the right thing
demonstrating   high   standards   and   moral   conduct.   Furthermore,   leaders
mastering this charismatic element are able to use expressive language that is
emotionally appealing and communicate a clear vision, which is related to the
need and values of the followers24.
(2)  Inspirational Motivation.
Beside   being   a   source   of   example,   a   leader   is   the  main  motivator   of   his
followers. Thus he needs to motivate and inspire those around him and provide
meaning and challenges to their work. Instead of the  “game of making out”
played against the firm which Roy and Burawoy talk about, the leader should
make them play for the organization, providing them a goal to work for and
engaging them in favourable future situations, so arousing their moral. All of
this,   of   course,   is   done   also,   and  mostly,   giving   them   the   right   example,
because  idealized  influence  and  inspirational  motivation are  often bounded
together, also due to their common nature of charismatic elements.
Inspirational motivation addresses the soul of organization itself. It's essential
to raise the consciousness of the followers about the mission and the vision of
the organization, and to make employees understand and commit to the vision
is the essence of the transformational leadership.
24 YUKL G. and VAN FLEET D., Theory and Research on Leadership in Organizations, in
DUNNETTE  M.  D.   and  HOUGH  L.   H.,  Handbook   of   Industrial   and  Organizational
Psychology, 1992.
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(3)  Intellectual Stimulation.
This   can  be   called   the  “anti­establishment”  element  of   the   set.  One  of   the
peculiarity   of   transformational   leaders   is   that   they   try   to   stimulate   their
followers to be creative,  encouraging them to challenge the  status quo  and
think “out of the box”. To make this possible to the utmost there should not be
any   public   criticism   of   the  member's  mistakes,   rather   followers'   functions
should be enriched with problem­solving tasks.
The intellectual stimulation leadership approach reflects in large measure the
coaching element that is largely present in individualized consideration. Both
these elements strengthen character as well as empower organizational skills
using caring behaviours that coach and challenge at the same time.
Intellectual  stimulation  is  a  really   important  part  of   the  charisma.   In  fact
Bass25 categorized charismatic leaders into five types: 
1. Socialized charismatics:  a leader who is in pursuit of fulfilling the
needs of the group members and providing  intellectual stimulation  to
them (authentic transformational leader) ;
2. Personalized charismatics:  a leader who offers consideration, help,
and support to group members only when it helps to achieve their own
goals (pseudo transformational leader) ;
3. Office   holder   charismatics:  a   leader   who   owns   respect   and
recognition through the office or status he holds and not because of his
personal characteristics (transactional/management by exception leader);
4. Personal charismatics:  being the opposite of the previous,  a leader
who exerts influence on others owing to his personal traits and skills
(aka idealized influence) and not because his high status or position (the
proverbial “non ratione imperii, sed imperio rationi”);
25 BASS   B.  M.,   Bass   and   Stodgill's   Handbook   of   Leadership   –   Theory,   Research   and
Managerial Applications, 1990
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5. Divine charismatics:  a leader who is believed to be endowed with a
gift or divine grace.
(4)  Individualized Consideration.
This is the closest element to empathy of the set. Individualized consideration
deals with the fundamental transformational leadership behaviours of treating
individuals   as   essential   contributors   to   the   workplace.   To   be   honest,
transforming leaders need to pay special attention to each individual follower's
need for achievement  and growth by acting as a coach and as a mentor. This
element is also related to exploiting differences amongst the employees, trying
to fit as much as possible the tasks with the competencies of the followers to
empower them and make their self­esteem grow as much as their mastery, and
this can be obtained only with a very good communications as of the tasks as
with the people.
Leaders who use this style of leadership show consideration for their workers'
needs,   and   are   prepared   to   encourage   and   coach   the   development   of
appropriate workplace behaviour.26
Summing up  transformational   leaders  are   individuals  who,  with  their  own
knowledge, imaginations and ability to influence the behavior of people, create
the  conditions   for   transforming  the  so   called   "soft"   variables   of
transformational arrangement. Those are the variables whose change is, at the
same   time,  more   complicated,   compared   to   the   change   of   so­called   "hard"
variables, because it includes the "inner", qualitative or mental change of an
organization27,   and   more   important   because   no   factor   is   so   crucial   in
organizations for their successful functioning especially in times of changes as
26 BRUCE J. AVOLIO, DAVID A. WALDMAN and FRANCIS J. YAMMARINO, Leading in
the 1990s: The Four I's of Transformational Leadership, Journal of European Industrial
Training, Vol. 15, 1991.
27 NADLER D.  A.,  SHAW R.  B.,  WALTON A.  E.  and  associates,  Discontinuous   change:
Leading Organizational Transformation, 1995.
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the one we're living in.
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5 Transformational Leadership Dynamics, Direct 
and Indirect Leadership.
Direct  and   indirect   leadership  are   the  most   important  dynamics  of  all   the
possible ones related  to the analysis of the organizational life28.
Direct   leadership,  which can be  defined  as   the relationships  between  focal
leaders and those subordinates which are directly reporting to them, is the
most known and has been studied extensively. On the contrary, the knowledge
of indirect leadership, which can be defined as the influence of focal leaders on
individuals not reporting directly to them, is much more limited and mainly
confined to top­level managers29. But indirect leadership is not confined to the
realm of these highly visible leaders, rather we can say that transformational
leadership at any level can impact on followers both directly and indirectly and
influence as the development as the effectiveness of the individual followers at
lower   levels   regardless   of   whether   the   followers   report   directly   to   those
leaders. But, according to Yammarino, there is much more by extension: direct
and indirect leadership can be displayed upward by followers to higher level
leaders and horizontally across co­workers and units. We can imagine that in
any moment  inside the organization there may be a situation  like the one
illustrated in the diagram below.
28 YAMMARINO   FRANCIS   J.,   Indirect   Leadership:   Transformational   Leadership   at   a
Distance, in BASS B. M., AVOLIO B. J., Improving Organizational Effectiveness Through
Transformational Leadership, 1993.
29 WALDMAN DAVID A.  and YAMMARINO FRANCIS J.,  CEO Charismatic Leadership:
Levels Of Management And Levels Of Analysis Effect, Academy Of Management Review,
1999.
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The dynamics of leadership cannot be thought as just top­down anymore, in
fact they are something more web­like. As the diagram shows, in any moment
as direct (bold arrows) as indirect (normal arrows) leadership's dynamics are
in being.
In this case the leaders are not only those at the highest managerial levels in
organizations but also those who are both formal and informal, regardless of
their   position   or   rank.   Such   leaders   have   opportunities   through   their
transformational behaviours to develop followers at organizational levels that
do not directly report to them. In fact leaders can use the four components of
transformational leadership to influence others, even from a distance, with the
purpose of obtaining:
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• the development of others
• the creation of new leaders
• the   fostering   of   performance   beyond   expectations   at   various
organizational   levels   by   the   focal   leader,   regardless   of   his   or   her
position.
Having said that, it is now clear how indirect leadership may also be viewed as
expanding simultaneously in two different directions:
• upward (followers or leaders affect leaders at an higher level) and
• horizontal  (follower   or   leaders   influence   others   such   as   co­workers
from a distance).
Yet, as suggested by Shamir30, there are likely to be differences between the
processes that influence close versus distant followers.
30 SHAMIR B., Social Distance and Charisma: Theoretical Notes and an Exploratory Study,
Leadership Quarterly, 1995.
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A Direct leadership.
Leaders   can   directly   interact   with   their   immediate   followers.   There   are
supervisors in direct contact with their subordinates, face­to­face, by telephone
or in memo and there are no human or mechanical intermediaries to filter the
interaction. These are the characteristics of such interaction: 
1. Communication can ordinarily be two­way.
2. Leader   and   followers   know   one   another   personally   and   must   be
prepared for their interactions to be consistent with their particular and
unique relations, high presence of intuitu personae elements.
3. The number of followers per leader must be highly limited.
4. Leadership works directly with followers to enhance their willingness
and ability to do their assignments efficiently.
5. Interactions can frequently be spontaneous, reactive, adaptive and not
necessarily require long term commitments.
6. The authenticity of favourable impressions will depend on face­to­face
evaluation.
(1)  Direct Remote Leadership.
The study made by Kelloway et al.31 can be considered interesting but partially
relevant; the author has tried to find out if the transformational behaviour can
be effective even if mediated by the use of technological based communication
such as email32.
31 KELLOWAY KEVIN E., BARLING JULIAN, KELLEY ELIZABETH, COMTOIS JULIE
and   GATIEN   BERNADETTE,   Remote   Transformational   Leadership,   Leadership   &
Organization Development Journal, 2002.
32 In   this   case  we'll   talk  about   remote  direct   leadership   rather   than   indirect   leadership
mediated by (mass) media, as much further while talking about a similar topic, because
the field study has been structured with more specifics similar to the former than to the
latter.  The same thing done with the emails,  could have been done with a phone call,
indeed this was intentionally made being the purpose of the study to investigate whether
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Comparing emails, which were written following three different approaches,
laissez­faire, MBE and transformational leadership, the result showed that, in
email
• laissez­faire behaviours are related with no effects on direct reports
• MBE behaviours are related with negative effects and
• transformational leadership behaviours are related with positive effects,
such as a higher perceived social justice and satisfaction.
To   sum   up,   Kelloway's   and   Foster's33  works   suggest   that   remote
transformational leadership can have the same positive effects on performance
and attitudes as those that occur within face­to­face interaction.
the same message conveyed by other means produces or not the same effects. 
33 FOSTER  L.  L.  and  COOVERT M.  D.,  E­Mail  @work:  The  Effects  Of  Computer­Mediated
Communication   On   Team   Collaboration,   Society   For   Industrial   And   Organizational
Psychology, 15th Annual Conference, 2000. 
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General Model of Direct Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993, edited by the Bertonati Matteo.
As we can see, there is no direct influence between A and D/E/F/G, nor   the
Boss'   influence   in   the   relationships   between  managers   and   supervisors   is
relevant.  All   those   influences  are   considered   irrelevant  and  tamquam non
esset. This may seem absurd while it is well known that followers are deeply
influenced by those who they admire and are in charge of, whether they're in
touch with them or not. So it seems more appropriate for leaders to consider
the effect of their action on subordinates, even if they don't come in touch with
them.
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B Indirect Leadership (through intermediaries).
Leadership can be indirect and filtered through intermediaries.
Yammarino34  proposes   two   different   taxonomies   based   either   on   the
characteristics of the intermediaries or on the internal dynamics of influences.
Therefore  we can  have:
Leadership mediated
• by people;
• by (mass) media;
each of those presenting one of the two dynamics above having
• by people:
• cascading influence35;
• bypassing influence36;
• by mass media:
• cascading influence;
• bypassing influence
all  of them working as upwardly as horizontally.
34   YAMMARINO  FRANCIS   J.,   Indirect   Leadership:   Transformational   Leadership   at   a
Distance, in 
BASS   B.   M.,   AVOLIO   B.   J.,   Improving   Organizational   Effectiveness   Through
Transformational Leadership, 1993,
35 Firstly proposed by BASS B. M., WALDMAN D. A.,, AVOLIO B. J. and BEBB M., 
Transformational leaders: the Falling Dominoes effect, Group and Organization Studies, 
1897 and BURNS J. M., Leadership, 1987.
36 Firstly proposed by DUMAS M., An Empirical Approach to the Study of Leadership in
Organizations, PhD Thesis, State University of New York at Buffalo, 1977.
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(1)  Mediated by People.
Leadership   can   be   indirect   and   filtered   through   intermediaries.   Thus,
second­line   supervisors   may   influence   operating   employees   in   their
departments  by  directly   interacting  with   first­line   supervisors  who   in  turn
directly interact with the operating employees (or, as we'll see further on, some
of these levels may be bypassed).
The   number   of   intermediaries   increases   for   the   leaders   of   the   largest
hierarchies with many levels. The characteristics of this mediated leadership
are the following:
1. The   two­way   communication   is   more   difficult;   the   one­way
communication becomes more common. 
2. It   is   less   likely   that   top   leaders   and   employees   are   personally
acquainted with each other.
3. The number of employees per leader may increase, and this is usually
accompanied by a parallel growth in the number of intermediaries.
4. It is less likely that interactions are spontaneous.
5. It   is   less   likely   that   this   type   of   leader   is   reported   short­term   or
contingent information.
6. The   existence   of   reactive,   adaptive   and   spontaneous   interactions
becomes difficult, if not impossible.
7. In taking decisions the leader needs to consider a greater amount of
factors that are outside of his direct control and with which  he is not in
touch.
8. The intermediate “filtering” has to be monitored.
9. Technique of manipulative impression management37  can be practised
37 Impression management is the way people influence how others think about something
else, usually themselves. People usually do this either to get something they want from
others or to Establish an independent identity. There are several different means of doing
this,  Which   includes   things   like   controlling   the   flow   of   information   in   a   relationship,
mimicking others, and masking body language.
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both ways.
(2)  Mediated by Mass Media.
Intermediaries   may   be   either   people   or,   especially   in   the   case   of   large
companies and very large organizations such as political  parties  or armies,
physical media, as mailing lists or  even real mass media. We can think of the
broadcasting of a video message by the leader or of public events as the recent
case of Apple's events in which, as well as presenting new products, corporate
guidelines for the coming period are frequently anticipated. Even globalization
can play a role in the spreading of communication mediated by mass media, in
fact   with   the   advent   of   globalization,   and   progress   in   communication
technology, leaders are more frequently than ever before tasked with “leading”
employees working in remote locations they don't personally know. Besides,
due to the increase in size of the organizations which causes an extension of
the   traditional   span   of   control   in   leading   so  many   employees,   the   direct
face­to­face contact is difficult on a regular basis .38
In this particular case, communication is totally one­way and the impression
management is the rule rather than the exception; the reactions of people and
employees are subject to evaluation through surveys, interviews of personnel
and expert advice, and this would not be possible (but rather useless) if the
leaders did not possess the ability to extrapolate experiences and advice from
events, ultimately to create a consensus that can perceive the collective mood
of the employees and align it through the persuasion skills. In other words, in
these contexts the need for the leaders possesses strong traits of charisma and
empathy reaches the maximum level.
38 AVOLIO B.   J.,  KAHAI  S.   and  DODGE G.  E.,  E­Leadership:   Implications   for  Theory,
Research and Practice, Leadership Quarterly, Vol 11, 2001.
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(3)  Cascading Influence.
The   term   cascading   refers   to   the   modelling   of   behaviour   of   leaders   as
successively lower level of management. According to this perspective a focal
leader at a particular level has influence on followers at lower levels beyond
his direct reports (i.e. indirect leadership). 
As shown in the diagram below A has a direct influence  and relationship with
B and C who then take as model the behaviour of A. In turn D and E take as
model  the behavior of  B  (as  well  F  and  G  model the behavior of  C)  while
experiencing his  direct  leadership    (not  shown in the figure).  However,  the
leadership of B and C is actually a manifestation of A's leadership, thus D, E,
F  and  G  are  indirectly  influenced by  A  through the mediation of  B  and  C
(dashed lines in the diagram): the A's leadership has cascaded down through
the two levels of the organization.
37
Model of Cascading Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993.
(4)  Bypassing Influence.
The   term   bypass   refers   to   an   organizational   level   which   is   skipped   (i.e.
bypassed)  in terms of relationships between leaders and followers. In other
words, the leadership behaviours of a recognized leader influence employees
not directly reporting to him (i.e. indirect leadership) without going through
his immediate subordinates.
As we can see from the figure below, A exerts an indirect leadership over his
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not direct­reporting followers forming direct relationships (solid lines) with D,
E,  F  and  G  bypassing   the   intermediation  of  B  and  C.  As   these   separate
relationships between them are individualized, it is not necessary that all of
them are of  the same quality (and therefore they may well   find individual
space consideration  and the leader is  able to coach and nurture the different
followers according to their own needs).
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Model of Bypassing Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993.
It is important to underline that A is not bypassing B and C regarding all the
behaviors and issues, and indeed for certain problems,   and may be used for
development purposes, A to B and C (thereby repeating a situation exactly the
same as the cascade model).
(5)  The Upward Influence.
Leadership,   before   being   an   organizational   phenomenon,   is   a   social
phenomenon. The phenomenon of leadership could not exist quite apart from
the accession of undergoing social emotions and need to accept and meet the
stress   of   leadership.   We   can   say   that   leadership,   especially   the
40
transformational   one,   is  more   than  a   purely  hierarchical   phenomenon.  As
Burns39  says,   there   is   difference   between   leadership   and   domination,   and
following   a   leader   is   not   just   obeying   him,   rather   it   is   more   similar   to
compliance than to obedience40, with compliance as the act of matching beliefs,
attitudes,  and  behaviors   to  what   individuals  perceive  as  normal  and ethic
which   they   substantially   agree  with.  Creating   this   is   the   true   essence   of
charisma.
Since   that's   the  way   it   is,   it   is   evident   that   subordinates   can   exercise   a
considerable influence upward, and taking note of that, rather than ignoring
it,   can only  bring  a  significant   contribution  to  organizational   effectiveness,
that's why we need to consider the leader emphatically and individually.
Kipnis et al.41 described the upward influence as a reversed direct leadership.
For   example  a   supervisor   (D)   reporting   to   a  manager   (B)  may  discover  a
technical   innovation allowing his  manager to  better structure  his  unit  and
deploy resources, as shown in the figure below.
39 MACGREGOR BURNS J. Leadership, 1978.
40 More common in transactional leadership where followers are pushed to obey threating
punishments or  promising rewards rather than convincing them.
41 KIPNIS D., SCHMIDT S. M. and WILKINSON I, Intra­organizational Influence Tactics:
Explanations in Getting One's Way, Journal of Applied Psychology, 1980;
KIPNIS   D.,   SCHMIDT   S.   M.,   SWAFFIN­SMITH   C.   and   WILKINSON   I,   Patterns   of
Managerial   Influence:   Shotgun  Managers,   Tacticians   and   Bystanders,   Organizational
Dynamics, 1984;
SCHMIDT S. M. and KIPNIS D., Managers' Pursuit of Individual and Organizational Goals,
Human Relations, 1984.
41
Model of Direct Upward Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993, edited by the Bertonati Matteo.
That's   true,   it   is   easy   to   imagine   even   deeper   effects   of   the   innovation,
information or a very good ability of  D, so that even A will be influenced by
them and be able to redistribute elements and resources in his control. This
might seem the case of Quality Control Circle in Toyota. So we can  agree with
Yammarino42  while   he   hypothesizes   the   existence   of   a   reversed  indirect
leadership,   as   in   the   cascading  dynamic  as   in   the  bypassing   one   (see   the
diagram below). The most famous example of this may be the case of Natalino
Cappellaro, inventor of the Olivetti's Divisumma 1443 and his improvements in
42 YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a 
Distance, in 
BASS   B.   M.,   AVOLIO   B.   J.,   Improving   Organizational   Effectiveness   Through
Transformational Leadership, 1993.
43 DI LAURA CURINO and GABRIELE VACIS, Adriano Olivetti: il Sogno Possibile, 2009.
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the M20 assembling system after which the production passed from 11 hours
to 4 hours and a half per piece.
In order to make  this  happen the only requirement is that the leaders in the
higher levels would listen to the ideas and suggestions coming from the lower
levels and, on the other hand, subordinates could propose their ideas and feel
entitled to do so. For this reason, it is important for a leader to relate with his
followers  with  a   style  as  much  stimulating,   intellectual  and   individualized
considering as possible.
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Model of Upward Bypassing Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M.,  AVOLIO B.  J.,  Improving  Organizational  Effectiveness  Through  Transformational  Leadership,
1993.
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Model of Upward Cascading Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993.
(6)  The Horizontal Influence.
But   as   well   as   upward,   leadership   can   extend   and   spread   its   influence
horizontally, i.e. between people, or groups of people, of the same level. These
influences or relationships can take very different forms, such as colleagues of
the same grade that affect other colleagues of equal rank, unit staff that affect
line  units   or   activities   of   cross­functional   teams  and   committees   involving
representatives of different areas of an organization. As mentioned above there
are both direct  and  indirect  horizontal   influences as well  as cascading and
bypassing dynamics. We can think of a charismatic or idealized influencing
seller talking with his peer about some of his tricks of the trade. To make it
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clear,   Yammarino44  makes   the   example   (in   the   charts   below)   of   a
cross­functional team including a representative of many different areas  all of
which provide members of similar rank and position.
In  the  chart  below the  cross­functional   team  is   represented  by  the  central
square,   and  we'll   consider   four  areas:  marketing   (MKT),  human  resources
(H&R), production (PROD) and research and development (R&D).
Analysing   the   cascade  model  we   can   see   how   an   idea   introduced   by   the
member from an area can at first spread to the members of the other areas and
then be applied to the various colleagues' areas. 
44  YAMMARINO   FRANCIS   J.,   Indirect   Leadership:   Transformational   Leadership   at   a
Distance, in 
BASS   B.   M.,   AVOLIO   B.   J.,   Improving   Organizational   Effectiveness   Through
Transformational Leadership, 1993.
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Model of horizontal Cascading Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993.
Similarly, looking at the bypassing dynamic, a member of the multi­functional
team can have a direct influence on areas other than their own as a result of
the   involvement   of   the   Committee,   however,   bypassing   a   committee.   For
example, the representative of the human resources could take advantage of
the status of  being part  of   the  multi­functional   team to gain access  to  the
individual units in order to create the new training program.
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Model of horizontal Cascading Indirect Leadership.
YAMMARINO FRANCIS J., Indirect Leadership: Transformational Leadership at a Distance, in BASS B.
M., AVOLIO B. J., Improving Organizational Effectiveness Through Transformational Leadership,
1993.
Regardless of  the model  of   indirect  leadership adopted and its dynamics of
influence,  through the application of transformational  leadership,  behaviors
can influence and encourage the development of other people or organizational
units,   even   distant,   be   they   superiors,   direct   reports   or   colleagues.   Such
development will be manifested through an increased influence (from top to
down,  from the bottom upwards and /  or horizontally)  on the transforming
leader of reference.
The   same   transformational   behaviors   used   by   leaders   to   promote   the
professional   development   and   improve   the   performance   of   their   direct
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subordinates may be used for the development of other distant people in the
organization, yet regardless of their hierarchical position.
49
6 Practical Effects of Transformational 
Leadership.
We've   analysed   what   transformational   leadership   is,   and   which   are   its
elements, let's now focus on which results and vantages a leader can obtain
using them, and in which way those behaviors affect the followers' perception
of the organization they're working in and the leader they're working with.
A On Commitment.
As we've said, enhancing employee's commitment and reducing the turnover of
the   staff   is   something   of   paramount   importance   in   the   contemporary
competitive arena and nobody can deny the importance of a leadership which
is  stimulating,   inspirational  and considerate  of   followers'  needs  in building
commitment   in   employees.   Although,   as   we've   said,   transformational
leadership   affects   the   performance   of   work   groups   and   organization,   its
strongest effects are on followers' attitude and their commitment to the leader
and the organization.
First of all we must distinguish between commitment and obedience. While
the latter is a highly transactional behavior where the compliance is due to a
single external source primarily because of threat and fear of punishment, the
former is derived from one's own inner sense of duty, moral and conviction, so
obedience comes primarily from the interaction of our values or beliefs   and
conscience. 
That   clarified,   let's   analyse   the   effect   of   a   transformational   approach   on
followers, focusing on each single of the four elements of the theory:
• Idealized Influence: the behavioural integrity of the leader can surely
help to build the necessary commitment to the organization's values and
50
goals  amongst the followers.
• Inspirational Motivation is often used by leaders to create inside his
followers a sense of emotional commitment to a mission appealing to
shared   values   and   beliefs.   Inspirational   leaders   often   refer   to   the
underlying  values   involved   in   the  duties  as  part   of  an  organization,
instilling a sense of pride in their followers. Followers feel a high sense
of membership, start to consider the mission as the base of their group
identity and so they start to identify themselves with the group. 
• Intellectual Stimulation: this coaching element is often related to a
high level of motivation and self confidence (i.e. the sense of competence
to carry out orders) in followers, furthermore the  “gaming”  motivation
helps to reinforce the commitment. The transforming leader presents
the values behind the goals to acquire, making it more meaningful and
consistent with the self concept of the followers.
• Individualized   Consideration:   last   but   not   least,   individualized
consideration enhances as the confidence as the commitment. Mentoring
his followers, the transforming leader fosters changes in their individual
self­concept and creates a collective sense of self­worth. Even individual
self  worth is enhanced due to the fact people feel their personal and
professional   needs   are   being   met   because   the   leader   stresses   the
benefits to satisfy the self interest of the follower.
For   all   of   those   reasons,   as   Barling's   work45  suggests,   we   can   say   that
transformational   leadership   has   a   very   strong   impact   over   organizational
commitment.
45 BARLING J., WEBER T. and KELLOWAY E. K., Effects of transformational Leadership
training   on   attitudinal   and   fiscal   outcomes:   a   field   experiment,   Journal   of   Applied
Psychology, Vol 81, 1996.
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B On Empowerment and Team Effectiveness.
Empowerment plays a crucial role in the transactional leadership theory46. In
fact we can say that the development of followers represents the hard core and
the ultimate purpose of the transformational leadership methodology, and that
most   of   this   is   acquired   through   the  effective  empowering   of   followers   by
leaders;   empowering,   in   this   context,  means   providing   autonomy   to   one's
followers: followers are allowed and encouraged to enable, direct and control
themselves in carrying out their responsibilities, in aligning their goals with
the goals of their leader and the larger organization47as much as possible. That
said,  it is easy to understand how empowerment is mainly a product of two of
the four components of transformational leadership:
• individualized consideration and
• intellectual stimulation.
In his  work48,  Özaralli   investigates the connection that might rely between
adopting a transformational leadership style and the empowerment of cultural
norms  and  employee  and   team effectiveness.  He   takes   the  move   from the
consideration that in the traditional transactional environment,  the initiative
of employees is usually blunted49   making them feel “powerless”  to use their
full creative and productive potential thus resulting in negative mind­sets and
mediocre  performance50.  Özaralli   then adopts   Bennis  and Nanus51's   theory
46 CONGER J.  A.,  Leadership:   the  Art  of  Empowering  Others,  Academy of  Management
Executives, 1989.
47 JORDAN P. J., ASHKANASY N. M., HARTEL C. E. J. and HOOPER G. S., Workgroup
Emotional Intelligence Scale Development and Relationship to Team Process Effectiveness
and Goal Focus, Human Resource Management Review, Vol 12, 2002.
48 NURDAN  ÖZARALLI,   Effects   of   Transformational   Leadership   on   Empowerment   and
Team Effectiveness, 2002.
49 THOMAS  K.  W.     and  VELTHOUSE  B.  A.,  Cognitive  Elements   of   empowerment:   an
'interpretive' of intrinsic task motivation, Academy of Management Review, Vol 15, 1990.
50 HARLEY B., The Myth Of Empowerment: Work Organization, Hierarchy And Employee
Autonomy In Contemporary Australian Workplace, Work, Employment and Society, Vol
13, 1999.
51 BENNIS W. and NANUS B., Leaders, 1985.
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which states that great leaders empower others to translate their vision into
reality and to sustain it and that transformational leaders are able to energize
their follower providing for them an exciting vision of the future rather than
through rewards and punishment (contingent reward). He then  continues his
investigation focusing over the main differences between the transformational
and transactional leadership behavior and their effects on followers: while the
first   one   aims   to   develop   the   capabilities   of   the   followers   and   raise   their
self­efficacy52  delegating   their   responsibilities   and   nurturing   the   followers
initiative, the latter focuses mainly or only on the performance and portraits
the   relationship   only   as  a  mere   exchange   of   a   salary   against   an   average
performance, so it is more likely to suppress empowering norms53. This seems
to echo Bass54 when he says that one of the main traits of transformational
leaders is to develop follower's potential in a way that makes them become
more independent.
So we can say that transformational leaders are really able to empower their
followers  by adopting the typical transformational behaviors and methods, as
delegating responsibilities and enhancing team's members sense of control.  In
fact   adopting   transformational   behaviors   can   have   a   high   pay­off,   as
Pescosolido55  suggests,   leaders   increase   group   solidarity   and   morale   by
creating shared emotional experiences.
It is well known that a group sharing the belief that they can be successful at a
particular task has a much greater possibility of actually succeeding because of
52 PRUSSIA G. E.,  ANDERSON J. S.  and MANZ C.  C.,  Self­leadership and Performance
outcomes: the mediating influence of self­efficacy, in Journal of Organizational Behavior,
Vol 19, 1998.
53 SOSIK J. J., AVOLIO B. J. and KAHAI S. S., Effects of Leadership style and Anonymity on
group   potency   and   effectiveness   in   a   group   decision   support   system   environment,   in
Journal of Applied Psychology, Vol 82, 1997.
54 BASS BERNARD M.,  Transformational Leadership:  Industry, Military and Educational
Impact, 1998.
55 PESCOSOLIDO A. T., Emergent Leaders as Managers of Group Emotion, The leadership 
Quarterly, 2002.
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this efficacious belief56.
Collective efficacy might be defined as “a group's shared belief in its conjoint
capabilities to organize and execute courses of action required to produce given
levels of attainment57”. According to  Özaralli's, subordinates who work under
transformational   leaders   are   more   likely   to   better   evaluate   their   team's
effectiveness,  to express a higher level of  performance and goal attainment
within the groups they belonged to, a more efficient “in­group” communication
and a higher level of innovation. These findings seem to bolster what Walton58
and Wellins59  already suggested,   that leaders who empower their followers
can encourage innovation, initiative, flexibility and risk­taking behaviors, as
the ability to adapt to technological changes.
In   the   end  Özaralli's   work   found   out   that   transformational   behaviors   of
leaders had a moderate positive correlation with subordinates'  self­reported
empowerment,  which also had a positive correlation with subordinates'  self
reported team effectiveness60.  Similarly,    Kelloway  et al.61  reported a better
group performance after intellectual stimulating and charismatic behavior (i.e.
communication through email) due to an increase in motivation.
Another important finding is the one made by Barling et al.62 which suggests a
56 KARA ARNOLD A., JULIAN BARLING and KELLOWAY KEVIN E., Transformational
Leadership Or The Iron Cage: Which Predicts Trusts, Commitment And Team Efficacy?,
Leadership & Organization Development Journal, 2001
57 BANDURA A., Self­efficacy: The Exercise of Control, 1997.
58 WALTON R. Transformation of Workforce strategies in the United States, in The Uneasy
Alliance: Managing the Productivity­Technology Dilemma, Harvard Business School, 1985.
59 WELLINS R. S., BYHAM W.C., WILSON J.M., Empowered Teams: Creating Self­Directed
Work Groups That Improve Quality, Productivity and Participation, 1991.
60 DURHAM C. C.,   KNIGHT D. and LOCKE E. A., Effects Of Leader Role, Team­Set Goal
Difficulty,  Efficacy,  And  Tactics  On  Team Effectiveness,  Organizational  Behavior  And
Human Decision Processes, Vol 72, 1996.
61 KELLOWAY KEVIN E., BARLING JULIAN, KELLEY ELIZABETH, COMTOIS JULIE
and   GATIEN   BERNADETTE,   Remote   Transformational   Leadership,   Leadership   &
Organization Development Journal, 2002.
62 BARLING   J.,   SLATER   F.,   KELLOWAY   E.   K.,   Transformational   Leadership   and
Emotional Intelligence: an Exploratory Study, Leadership and Organization Development
Journal 2000.
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relationship   between  EI   and   three   of   the   components   of   transformational
leadership,   namely:   idealized   influence,   inspirational   motivation   and
individualized consideration.  According to Barling,  a   leader reporting these
behaviors is assumed to be more effective in workplace.
(1)  Empowerment VS Laissez­faire Leadership.
Empowerment and laissez­faire leadership may seem similar, due to the fact
that in both the leader takes a hands­off approach but, in reality,   they   are
very different. In fact to distinguish between the two,  the presence or absence
of   delegation   is   essential.  While   in   the   second   case   followers   obtain   their
autonomy by default (and in fact for a lack of exercise of power), delegation is
fundamental to have an effective empowerment. 
Due to  the fact that in any hierarchical organization the process of delegation
is the most common way a leader use to empower followers, Bass and Avolio63
list 20 ways to make delegating more effective:
63 BASS B. M., AVOLIO B. J., The Full Range Leadership Development, Basic and Advanced
Manual, 1991.
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Twenty Ways For Effectively Delegating
Share  problems,  offer  suggestions  and  appropriate  alternatives  for  completing  an
objective.
Give information necessary to do the task.
Maintain an appropriate level of personal responsibility.
Empower follower(s) with the authority to get the job done.
Give support and encouragement as needed. 
Allocate necessary resources to complete the job.
Request progress report.
Review effects of delegated performance.
Provide praise and rewards for successfully accomplishing objectives.
Avoid intervening, unless requested to do so by the follower(s).
Delegate the appropriate level of responsibility and authority to followers based on their
needs and capabilities.
Assume that some mistakes may occur before the follower becomes proficient at the task.
Expect that it may initially take longer for the follower to complete the task than if you
did it yourself.
Consider how the delegation of a task to one follower might affect another follower, a
co-worker, or a superior. 
Make sure the task's objectives are clear, specific and acceptable to the follower.
Try to use delegation to manage both performance and development.
Try to delegate tasks to followers that are meaningful and of interest to them.
Explain to your followers why you have chosen  them to do the task.
Distinguish initially how much control you want to retain over the process and product of
their efforts.
Try not to delegate task  that you would not enjoy performing yourself too often.
BASS B. M., AVOLIO B. J., The Full Range Leadership Development, Basic and Advanced
Manual, 1991.
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C On Individual Performance.
It   is  well  known that when employees perceive  their  job as  important and
meaningful, when important responsibilities are part of their work and they
feel   that   their  work  gives   important   contributions   to   the  organization   (i.e.
intellectual stimulation), when they are inspired by and have internalized the
mission of the firm and when they are enthusiastic about working toward the
organization's objectives (i.e. inspirational motivation), they are more inclined
to   feel   their   team as  more  innovative,   to  easily  exchange   ideas  within   the
team,   and,   most   important   they   perform   better   and   not   only   reach   but
overcome their  objectives.  Subordinates  who  feel   that   they are making  the
difference and who have significant autonomy, freedom and independence in
how they do their work, express a high level of innovation in their job64. To get
this,   an   idealized   influencing   leader   who's   individualized   considering   is
necessary65.   Even   charisma   has   been   associated66  with   better   task
performance.
That's  why at  an  individual   level,   transformational   leadership  has  positive
effects on subordinates' satisfaction   and trust in leadership67, and, of course,
on   individual   performance.   Kelloway  et   al.68  reported   better   individual
64 PODSAKOFF P. M., MACKENZIE S. B. and BOMMER W. H., Transformational Leader
Behaviors   and   Substitutes   for   Leadership   as  Determinants   of   Employee   Satisfaction,
Commitment,Trust and Organizational Citizenship Behaviors, in Journal of Management,
Vol 22, 1996.
65 HATER J. J. and BASS B. M., Supervisors' evaluations and subordinates' perceptions of
transformational and transactional leadership, in Journal of Applied Psychology, Vol 73,
1988. 
66 KIRKPATRICK S. A., and LOCKE E. A., Direct and Indirect of Three Core Charismatic
Leadership Components on Performance and Attitudes, Journal of Applied Psychology, Vol
16, 1996.
67 BARLING J., WEBER T. and KELLOWAY E. K., Effects of Transformational Leadership
Training  on Attitudinal  and  Fiscal  Outcomes:  a  Field  Experiment,  Journal  of  Applied
Psychology, Vol 81, 1996.
68 KELLOWAY KEVIN E., BARLING JULIAN, KELLEY ELIZABETH, COMTOIS JULIE 
and GATIEN BERNADETTE, Remote Transformational Leadership, Leadership & 
Organization Development Journal, 2002.
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performance   after   intellectual   stimulating   and   charismatic   behavior   (i.e.
communication through email) due to an increase in motivation.
D On Personal Satisfaction and Employees Retention.
Bass69 suggests also that adopting a transformational behaviors doesn't affect
only the level of performance but also gets to raise the satisfaction level of
employees with the company's performance appraisal system. This is probably
due to two of the four components of the transformational leadership model,
namely intellectual stimulation and individualized consideration that build a
stronger bound between subordinates and leaders and thus help the formers to
feel a stronger commitment to the company and a higher level of self­efficacy
about   their   own   jobs   and   career70.   These   elements   could   help   to   retain
employees and raise the value of the human capital of the firm.
E On organizational policies.
After focusing over each of those aspects directly affected by transformational
behaviors, it might be interesting to skim­focus over different aspects with a
different   focus.   While   so   far   we've   mostly   investigated   the   relationship
between the leader and followers, this set of effects is  more focused on the
impact that a determinate approach to the leadership theme may have over
the organization in its wholeness. Doing this we'll refer mainly to the analysis
made   by   Bass   in   his   Transformational   Leadership71  to   which   we   make
reference for a deeper analysis. 
69 WALDMAN   D.   A.,   BASS   B.   M.   and   EINSTEIN   W.   O.,   Effort,   performance   and
transformational leadership in industrial and military service, 1985.
70 PARRY K. W., Enhancing adaptability: Leadership strategies to accommodate change in
local government settings, Journal of Organizational Change Management, 1999.
71 BASS BERNARD M., Transformational Leadership ­ Second Edition 2006, chapter 9.
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(1)  Implication for Strategical Planning. 
The   degree   to   which   an   organization   is   based   on   transformational   or
transactional leadership may affect   its structure in many and various ways
as:
• the openness and control of the flows of information;
• the importance of organizational rules and procedures;
• the centralization or decentralization of power;
• the bases of power;
• the strategy72.
(2)  Implication for Corporate Image.
As   we've   seen,   due   to   the   cascade   effect   we've   illustrated   above,   an
organization led by capable transformational leaders from top to bottom gives
an image, as to its own members as to any stakeholders approaching to it, of
an   organization   that   is   oriented   toward   the   future,  not   just   enduring  but
leading the change,   that   is   self­confident  and whose members  are  working
together as a very effective team, for the common good. 
(3)  Implication for Recruiting.
As we've already underlined, creating a reputation of an organization which is
highly valuing its intellectual resources helps to attract the best resources and
retain its own, and doing so  it  creates a high­value human capital.  In fact
salary, perks and benefits are just a small bait if compared to organizational
72 WALDMAN D. A. and JAVIDAN M., Charismatic leadership at the strategic level: taking
a   new   look   at   upper   echelons   theory,   in   AVOLIO   B.   J.   and   YAMMARINO   F.   J.,
Transformational   and   Charismatic   Leadership:   the   Road   Ahead,   2002.   The   authors
suggest how the charismatic element of the transformational leadership model has a large
influence on it, inspiring in subordinates commitment and enthusiasm toward a specific
goal.
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culture   and  better   leadership   in   attracting   candidates.  A   charismatic   and
inspirational  leader seems to be able to draw better educated and brighter
candidates.
(4)  Implication For Selection And Promotion.
Bass  states  that    a  system for   the so  called  internal   labour market  of   the
organization   might   be   implemented,   profiling   all   the   members   for   their
transformational  skills  with the MLQ questionnaire   into  clusters  and then
adopting   these   as   main   criteria   for   assigning   promotions,   or   mentoring,
coaching, training needs. 
(5)  Implication for Personnel Training and Development.
Transformational leadership is something that can be taught and learned.
Researches73 show very clearly that the impact on managers­to­be of their first
role­model   is  way  more   significant   than  expected   and  predictive   of   future
performances. Trainees to whom   challenging assignments from their initial
supervisors  were  given   (supervisor  who,   in   this  way,   showed   inspirational
motivation,   and   intellectual   stimulation   and   individualized   consideration)
resulted to be more highly rated at the end of the training period. From the
above it is clear 
• that  introducing the concept of  transformational   leadership since the
earliest   stages   of   the   career,   providing   role  models   is   of   paramount
importance and
• that the diffusion of what might be called “a transformational culture”
flows from top to down.
73 VICINO F.   and  BASS  B.  M.,  Lifespace   variables   and  managerial   success,   Journal   of
Applied Psychology, 1978.
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But  sowing the seed of a new culture and waiting for it to grow all by itself is
not enough , organizations must also cultivate it from the earliest stages to its
blossoming, integrating it in the organization's career development program or
even designing  on it, as Pounder74 suggests, special management development
programs.   In   this   ever­changing   environment,   companies   should   foster
innovation  and creativity  at  all   levels  of   the  organization  and they  should
encourage   the   adoption   of   guidelines   regarding   the   idea   of   intellectual
stimulation   as   the   leading   way   of   interacting   with   newcomers   in   the
organization.
It   should   be   of   paramount   importance   for   companies   to   develop   training
programs   for   their   employees,   to   raise   the   level   of   their  performance   and
promote the emergence of a new transformational culture.
(6)  Implication For Job Design And Job Assignment.
Echoing Roy and Burawoy, Bass states that jobs should be designed to provide
greater challenges and  a meaning. A transformational leader who's focused on
the   development   of   his   subordinates   should   design   jobs   in   a   way   that
employees should be able to see themselves as part of a process that provides a
product or service in which they may be trained to handle a variety of the
tasks   required:   to   complete   the   process   and   not   consider   themselves   as
responsible for only a single bundle of the the chain­process, to make them
learn   and   grow,   and   then   using   his   individualized   consideration   to   pay
attention to the individual needs of each of his subordinates, to ensure the
success of the training.
Individualized  consideration will  be  helpful  not   just   in   the designing­tasks
phase but even,  and probably more,   in the assigning­tasks one.  The leader
should assign the tasks accordingly to the followers' needs (but, of course, as
74 PUNDER J.   S.,  Employing  Transformational  Leadership  To  Enhance  The  Quality  Of
Management Development Instruction, Journal of Management Development, 2003.
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well as the needs of the organization).
However, it is not only individualized consideration what comes in use here,
even   intellectual   stimulation  plays  an   important   role.  As   it  has  been  said
above, it is important for the leader to give to the followers the discretion to
explore   new   opportunities,   to   diagnose   organizational   problems   and   to
generate  solutions.  This   intellectual  stimulating attitude,   indeed,   indirectly
trains subordinates to think out­of­the­box and to challenge the conventional
wisdom.
(7)  Implication For Organizational Structure.
The actual competitive arena is as turbulent as fast changing than ever before.
In   this   environment,   a   stagnant,   passive   approach   to   change   (as   the   one
promoted by passive MBE or even more by laissez­faire  leadership) will work
as a  coup de grâce  even for the strongest and most grounded organization.
Innovation  isn't  enough anymore,  nor  riding   the change  is,   forecasting   the
change and possibly leading it is what is needed.
As a result of this,  not just leaders have to be different from  the past but also
organizations have to be shaped in a new flexible way, a way able to foster and
endorse   the   birth   of   a   transformational   culture   at   all     levels,   for   only
transformational leaders can enable firms to do so.
Charisma,   individualized   consideration   and   intellectual   stimulation   are   of
paramount importance for leaders whose organizations are in need of renewal
and change.  Nowadays   the successful  organization  may be  defined  as   “the
place where individual needs are recognized and enhanced rather than brought
into conformity  with the old way of doing things” and leaders have understood
that the best leadership style is the one which turns “followers into disciples
who take the responsibility not only to accept a vision but also to expand that
vision even further than their leaders anticipated”.
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(8)  Implication for Organizational Culture.
As far as a leader can be described as the main producer and transmitter of
the organizational  culture75,   the  transformational  behaviors  can be used  in
many ways to convey the culture, as of the belonging department as of the
whole organization,  to people, even far and not directly reporting to him or in
a different yet higher hierarchical position, as previously explained.
(9)  Implication for Communication within the 
Organization.
The transformational leader is, by default, called to convey the vision of the
organization to the subordinates, providing it with a meaning and inspire them
to share it76. Through the use of inspirational speeches, managing meanings
and symbols,   the   leader   is  able  to   influence  directly  and   indirectly  all   the
members of the organization. Although emotional speeches can deeply affect
subordinates, it's important for the leader to behave in a transformational way,
maintaining   an  “open­door   policy”,  and  adopting   individual   considering
behavior,   such   as   shaking   hands   and   remembering   the   names   of   the
subordinates and co­workers; these simple actions will ensure  the leader the
reputation of an accommodating person, which subordinates can rely on for
their career and work.
75 SCHEIN E. H., Organizational Culture, American Psychologist, 1990.
76 CONGER J. A., Inspiring Others: the Language of Leadership, Academy of Management
Executive, 1991.
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7 Hitler's Problem.
At   a   certain   point   of   their   study,   both  Bass   and  Burns     find   themselves
puzzled, facing exactly the same question: “could Hitler (or nowadays Osama
bin Laden) be considered a transforming leader?” or, in more general terms,
can   someone   be   an   authentic   transformational   leader   despite   his   lack   of
empathy and moral virtue?
The two scholars found two different answers to this question: Burns, firm in
his beliefs that to be transforming leaders meant to be morally uplifting, used
more   lexical   elements   and   stated   in   a   very  trenchant  way  that   the  word
leadership  should  be   reserved   for   the   forces   of   good  while   other   terms  as
“tyrant”  or  “despot”  should be used to describe other normative behaviors. So
no, he concluded, Hitler couldn't be considered a leader tout­court. 
Bass'   approach   to   the   question  was   different   and  more   analytical.  At   the
beginning77 he thought that the dynamics of transformational leadership  were
to be the same whether the leader was to be considered “good” or “evil”. Later
on, he made up his mind and elaborated a more articulated theoretical model,
splitting the whole transformational leadership in two different parts:
1. The authentic transformational leadership
2. The  pseudo­transformational  leadership,   or   unauthentic
transformational leadership, i.e. they only appear as transformational
leaders but they really aren't.
The difference between the two is to be found in the drives and in the deeper
moral   part   of   the   leader.   Referring   to   the   four   components   of   the
transformational leadership, the one which best distinguishes between the two
items   above   is   the   individualized   consideration.   The   authentic
77 BASS B.M., Leadership and Performance Beyond Expectations, 1985.
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transformational leader is truly concerned about the people he's leading and
their needs,  in other words while the first one treats people as means, the
latter   treats   people   as   ends.   To   conclude,   even   if   pseudo­transformational
leaders surely exhibit many elements of the transformational leadership model
(particularly   the   charismatic   elements),   they   are   moved   by   personal
exploitative motives.
So,   even   if   following   different   paths,   they   came   to   the   same   conclusion,
integrating   the   moral   and   ethical   element   inside   the   definition   of
(transformational) leadership, they both refused to consider wicked people as
true (transforming) leaders78.
78 BASS B.M., RIGGIO R. E., Transformational Leadership. 2006
65
Moral Elements of Transformational and Transactional Leadership.
Leadership Dynamic
Transactional Leadership Ethical Concern
Task Whether   what   is   being   done   (the   end)   and   themeans employed to do it are morally legitimate.
Reward  System Whether   sanctions   or   incentives   impair   effectivefreedom and respect conscience.
Intentions Truth telling.
Trust Promise keeping.
Consequences
Egoism   versus   altruism   –  whether   the   legitimate
moral  standing and interests  of  all   those affected
are respected.
Due Process Impartial process of settling conflicts and claims.
Transformational Leadership
Idealized Influence
Whether “puffery” and egoism on part of the leader
predominate   and   whether   the   leader   is
manipulative or not.
Inspirational motivation Whether   providing   for   true   empowerment   andself­actualization of followers or not.
Intellectual Stimulation
Whether  the leader's  program is open to  dynamic
transcendence   and   spirituality   or   is   closed
propaganda and a “line” to follow.
Individualized Consideration
Whether   followers   are   treated   as   ends   or  means,
whether   their   unique   dignity   and   interests   are
respected on not.
BASS B. MB., STEIDMEIER P., Ethics, Character and Authentic Transformational Leadership Behavior,
Leadership Quarterly, 1999.
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Part II: Emotional Intelligence.
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1 Introduction
Until now we've been focusing on leadership as a process of social interactions
where   the   leader's   ability   to   influence   the   behavior   of   his   followers   can
strongly influence performance outcomes raising them beyond expectations79.
In   the   following   paragraphs   I   will   try   to   demonstrate   how   leadership   is
intrinsically  an   emotional   process   whereby   leaders   recognize   followers'
emotional states (empathy), attempt to evoke emotions in followers (charisma
and   motivation)   and   then   seek   to   manage   followers'   emotional   states
accordingly (social skill)80.
The idea of the existence of something like an “emotional intelligence” appears
in   the   field   in   the  1985  by   the  work   of  Bar­On,  who   first  used   the   term
“Emotional   Quotient”   (EQ).   Since   then   three   major   models   have   been
developed:
1. Pete   Salovey  and  John   Mayer's   model81,   which   perceives   the
emotional intelligence as a pure form of intelligence, and considers and
treats it like a cognitive ability.
2. Reuven   Bar­On's   one82,   which   considers   emotional   intelligence
consisting   of   cognitive   ability   and   personal   aspects,   and   focuses   its
79 PIROLA­MERLO A., HARTEL C.,   MANN L. and HIRST G., How Leaders influence the
Impact   of   Affective   Events   on   Team  Climate   and   Performance   in   R&D   teams.   The
Leadership Quarterly, Vol 13, 2002.
80 HUMPHREY R. H., The Many Faces of Emotional Leadership, The Leadership Quarterly, 
Vol 13, 2002.
81 SALOVEY PETE and MAYER JOHN, Emotional Intelligence, Imagination, Cognition and
Personality, Vol 9, 1990;
MAYER JOHN,  SALOVEY PETE and CARUSO D.  R.,  Selecting  a  Measure  of  Emotional
Intelligence: the Case for Ability Scales, in BAR­ON REUVEN. and PARKER J. D. A., The
Handbook of Emotional Intelligence: Theory, Development Assessment and Application at
Home, School and in the Workplace, 2000;
SALOVEY PETE, MAYER JOHN and LOPES P. N., Measuring Emotional Intelligence as a
Set of Abilities with the Mayer­Salovey­Caruso Emotional Intelligence Test, in LOPEZ S.
J.   and  SNYDER C.  R.,  Handbook   of  Positive  Psychology  Assessment:  A  Handbook   of
Models and Measures, 2003.
82 BAR­ON REUVEN, The Emotional quotient Inventory (EQ­I): Technical Manual, 1997.
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analysis on its influence on the general well­being.
3. Goleman's   one,  which  also  perceives   it   as  a  mixed   intelligence  but
focuses his analysis more on how those two different parts interact  and
determine the workplace success. 
The latter one is the one we're going to focus on.
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2 Goleman's Emotional Intelligence
Goleman's defined emotional intelligence as  “the capacity for recognizing our
own feeling and those of others,  for motivating ourselves and for managing
emotions  well   in   ourselves   and   in   our   relationships”  and  he   considered   it
distinct but complementary to academic intelligence (measured by IQ).
As we said before, Goleman’s studies of Emotional Intelligence (measured by
EQ) are specifically related to the domain of work performance. He examined
how emotional   intelligence affected  individuals  and leaders  in the business
world. Goleman83 contends that emotional intelligence has a significant effect
on leadership performance in organizations. Outstanding leaders are adept at
using   their   emotional   intelligence   in  moving   their   organizations   forward.
Focusing on that Goleman84  found that the domains of excellence are mainly
three: 
1. IQ, i.e. a measure of a person's academic intelligence as indicated by an
intelligence test, we usually refer to those as “mental skills”;
2. Expertise,   i.e.   special   skill,   knowledge,   or   judgement   learned
performing   any   task   or   doing   any   job   that   is   usually   the   result   of
in­the­trenches learning, we usually refer to those as “technical skills”;
3. Emotional   intelligence,   i.e.   the   capacity   for   recognizing   our   own
feelings and those of others, for motivating ourselves, and for managing
emotions well in ourselves and in our relationships85.
Besides, he claimed that while in the past IQ and Expertise played “the role of
the king”,  in the last twenty years the “kingdom” of the emotional intelligence
has grown more and more and is becoming now the true king of the three,
83 GOLEMAN, BOYATZIS, & MCKEE, Primal leadership, 2002.
84 GOLEMAN D. , Working with emotional intelligence, 1998.
85 GOLEMAN D. , Emotional Intelligence: Why It Can Matter More Than IQ, 1996.
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demoting the other two as threshold requirements. The reason is to be found in
the twin changing of arena and the contestants of the competition. The former
is simply fast changing and crowed as never before, the latter is subjected to a
stricter selection at the entrance of the arena and due to that what once was
sufficient   to   succeed   nowadays   is   barely   enough   to   be   admitted   to   the
competition. Of course, expertise and IQ still matter, but there is much more
when we come to find out the roots of excellence. By that I do not mean to say
that expertise and IQ are completely irrelevant; indeed all of these abilities are
part   of   a   complex   interacting   system,   where   all   parts   give   their   own
contribution,  my  purpose   is   to   explicit   the   fall   of   the   empire   of   the  Peter
Principle86.
According to Goleman's  work,  EI  is  an essential  prerequisite  for successful
leadership for many reasons, the most relevant is the one that an emotionally
skilled   leader  can  work  as  a  strong positive  role  model   for  his  employees,
transmitting them positive attitudes as respect for others' feelings, self control,
commitment87. It is interesting to note that even Atika88 stated that the ability
to express the emotions in a logical manner, self awareness, empathy   with
employees   and   high   self­esteem   are   the   main   characteristics   of   efficient
managers.
86 Originally by PETER LAURENCE, in his book “Why things always go wrong” (1969), it is a
general proposition stating that members of an organization, if the promotion is based only
on expertise, will find themselves at a new level where many or most of their duties won't
require the technical skills due to which they've been promoted but rather a different set of
social abilities more related to managing people, and if they show themselves proficient
with the new position they will be promoted again and again until they won't be proficient
anymore and there is where they'll stay put. From this the principle “People are promoted
to their level of incompetence”.
87 BARLING   J.,   SLATER   F.,   KELLOWAY   E.   K.,   Transformational   Leadership   and
Emotional Intelligence: an Exploratory Study, Leadership and Organization Development
Journal 2000.
88 ATIKA M.,  Relationship of emotional intelligence with transformational  leadership and
organizational citizenship behavior. International journal of Leadership Studies, 2008.
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A The sunset of IQ.
Goleman's   theory   takes   the  move   from the  unfinished  work  of  McClelland
about   the   roots   of   excellence89.   Challenging   the   traditional   idea   of   the
excellence   exclusively   based   on   IQ  and   school   learned   skills,  McClelland's
pioneer job focused on competences rather than on intelligence to find out the
underlying  reasons of outstanding performances in employees. In this context
he defined a  “competence” as  “a personal trait or set of habits that leads to
more effective or superior job performance”.  
During his surveys he found out that more than consisting on the IQ or on the
school   learned  skills,   the  differences  between mediocre  and  top  performers
were related to social competencies like the ability of discerning other people's
emotions. This already amusing discovery led him to the conclusion that IQ
and school learned skills work more as “threshold competences”, something you
need to play,  but that won't  make you a top player, what matters most in
superior performances is what will be called by his heir Emotional Intelligence
(EI).
More than forty years later we can all agree upon the fact that he launched a
completely new way of measuring the excellence, one that assesses people's
competencies in terms of the specific job they are doing, shifting the focus from
the requirement of the specific job position to the competencies of the specific
person, from capacities to abilities to the so called capabilities, the ability not
only of doing what your job ask you to do, but also of being who your job ask
you to be.
89 MCCLELLAND D., testing for competence rather than intelligence, American Psychologist
46, 1973
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B The fading of the expertise.
Even   expertise   is   falling   apart,   relegated   as   a   baseline   competence.   It   is
something that is surely needed to get the job, but it's not enough anymore to
make a top performance neither alone nor if paired with a high IQ. In fact it's
not “performing the task” anymore what makes a star performer out of you,
but, in the actual team­work/cooperative oriented context, more the “how you
do your job”, and that is determined by your EQ. More, in an always changing
and unstable  environment  as   the  one  we're   living   in,   experience   is  not  as
crucial as an EQ ability such as adaptability.
C The rising of EQ.
In the XXI century arena, the lion's share is taken by what were the so called
“soft competences” until few years ago.
In short, being intelligent and expertized is still important (and it's important
like never before), but it's not enough anymore. Nowadays what people and
organizations need to be successful  only starts  with  intellectual  power and
expertized manpower, but what really makes the difference is the emotional
competence necessary to deploy it at full potential. In fact to handle the actual
complexity and troublesomeness of the job environment what we need most is
the ability to manage our emotions and lacking it can frustrate any intellect or
expertise a person can have. 
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3 The EI Model.
Goleman's   model   of   emotional   intelligence   is   composed   by   five   major
components: self awareness, self regulation, motivation,   empathy and social
skills.
The   former   three   components   of   emotional   intelligence   are   all
self­management skills,   the latter two concern  instead a person's  ability  to
manage a relationship with others.
Each of these five dimensions  deserves to be further analysed to give a more
complete idea of the picture.
A Self Awareness.
As it is shown in the table above it can be defined as the ability to have a deep
understanding of  one's  emotional  part,   including pros  and cons,  needs  and
drives.  People with strong self­awareness are neither overly self­critical nor
naively hopeful. Rather, they are honest with themselves about themselves.
People who have it at a high level are able to recognize how and which effects
feelings   affect   them,   people   around   them and   their   performance.  But   self
awareness is not confined to that aspect, it's  but wider; it extends to the deep
comprehension of the inner values and goals of a person and is able to infuse
in people a great amount of self confidence: knowing where we're heading and
why often may give us the strength necessary to get there. Managers with the
ability   to   check   their   emotions   usually   feel   a   high   commitment   to   the
organization, due to the fact it is that very organization the one allowing them
to perform their very job which is making them feeling so fulfilled. They are
able to transmit  self  confidence in subordinates too; being attuned to their
inner emotions implies that they'll approach relationships from a position of
authenticity so they are respected and accepted by employees.
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B Self­Regulation.
It's   a  well   know   fact   that   often   our   impulses   are   triggered  more   by   our
emotions than by our rational part. The human being, like it or not, is much
more an emotional animal rather than a rational one. Considering this, what
self­regulation can give us is the ability not to suppress but to manage our
emotions,   freeing   us   from   the   human   state   of   nature   of   the   feelings
dictatorship. Why is for a leader being free from that so important?
There are many reasons, first of all, violent, disrupting feelings can blunt our
rational mind and make even the brightest mind fading, while having a good
self regulation ability allows us to be free from the prison of our emotion. 
Secondly   people   in   control   of   their   emotions   are   able   to   create   a   better
environment around them, and this can affect as  the retention rate as the
productivity of the company, and this is of a primary importance for a firm,
because when a talented employee leaves, he carries with him the company's
knowledge. 
Again it might able to enhance the integrity level of the person, people often
don't plan in advance to perform unethical actions, they just find themselves
unable to resist to their own impulses. 
Last   but   not   least,   self   regulation   is   a   central   skill   in   the  modern   rapid
changing environment, companies are literally craving for people good to roll
with change and keep the pace without being overwhelmed and able to lead
the change when needed.
C Motivation.
This is the most common trait amongst leaders. Leaders are people naturally
goal­oriented, they do their job not because of they get a wage for that but
more because they're able to get an inner reward from solving problems or
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doing a good job. Two are the things they're better to do, keeping scores and
raising the bar of their own expectations. In plain words, they own an inner
drive that forces them to perform better and better.
D Empathy.
Empathy means “thoughtfully considering employee's feeling, along with other
factors, in the process of making intelligent decision”, in other words it is the
ability   to   read   another   person's   emotions   through   his   non   verbal
communication.  Despite   the   fact   that   someone  might   seem  unbusinesslike,
empathy is one of the most important shade of the IE portrait, especially in the
contemporary context, this for at least three major reasons:
1. the increasing use of teams, that is creating an at least as strong need of
mediation as skilled people able to handle them;
2. the rapid pace of globalization, that puts managers out of the traditional
homey context in a worldwide arena, competing and interacting with
people of cultures from all over the world;
3. the growing need to retain talents, as mentioned before.
In particular, due to globalization, leaders are being driven into unfamiliar
territory where change remains the only constant. How leaders handle that
change has a massive impact on the success of their business, the morale of
their workers, and the social and economic stability of their country. Mayer et
al.90 proposed that a high level of EI might enable a leader to better monitor
how subordinates are feeling, and take the appropriate action.
90 MAYER J. D., CARUSO D. R. and SALOVEY P., Emotional Intelligence Meets Traditional 
Standards for an Intelligence, Intelligence, Vol 27, 2000.
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E Social skills.
As far as we consider  it  a component of EQ social  skill   isn't  as plain as it
sounds.   It's   related   to   leadership,   as   the   ability   to   direct   people   to   a
determined purpose. Goleman defines it as “friendliness with purpose: moving
people in the direction you desire” combined with a natural talent to create
bonds and building nets of rapport. In this last components all the previous
skills   come   together   to   complete   the  mosaic   of   the   emotionally   competent
leader. In fact we all can agree upon the fact that of the five aforementioned
skills, this is the one most commonly required by head hunters.
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4 Competencies
Leaders give praise or withhold it, criticize well or destructively, offer support
or turn a blind eye to people’s needs. They can frame the group’s mission in
ways that give more meaning to each person’s contribution or not. They can
guide in ways that give people a sense of clarity and direction in their work
and that encourage flexibility, setting people free to use their best sense of how
to get the job done. All these acts help determine a leader’s primal emotional
impact.
Competencies, which we've defined above as   a personal trait or set of habits
that leads to  more effective or superior  job performance  can be classified in
many ways. Talking about emotional intelligence the fittest for our purpose
surely  is   the  one  between cognitive  and emotional.  Some competencies  are
purely   cognitive,   such  as  analytic   reasoning   or   technical   expertise.  Others
combine thought and  feeling;  these are what I call  emotional  competences.
What is fundamental to underline is that all emotional competences are made
of two different souls:
1. from one side they consist of a skill dwelling to the realm of feeling;
2. on the other side they always include a cognitive part.
We cannot figure out a 100% purely emotional competence, while we can find
bunches   of   purely   cognitive   competencies,   which   a   computer   can   be
programmed to execute about as well as a person, as maths.
Thus  the  divide  between those  competencies   that  are  purely  cognitive  and
those that depend on emotional intelligence as well, reflects a parallel division
in human brain.
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A Emotional Competencies
Emotional   competencies91  are  defined  by  Goleman as  “a   learned capability
based   on   emotional   intelligence   that   results   in   outstanding  performance  at
work”. 
While  our  emotional   intelligence  determines  our  potential   for   learning   the
practical   skills  working   as   a   root   and   trunk   of   a   tree,  our   emotional
competence shows how much of that potential we've exploited learning those
“on­the job capabilities” and represents the branches and leaves of our tree.
This means that simply having a high emotional intelligence isn't enough, it
shows   only  how  we'd   be   and  not   how  we  are.  We   can   classify   emotional
competencies   by   the   underlying   emotional   intelligence   capacity   as   in   the
following table:
91  We'll use this term in a broad meaning to indicate both intra and interpersonal abilities.
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In his latter works92 Goleman adopted a different, but still very similar way to
classify   the   EI   competencies   based   on   just   four   dimensions.  While   some
elements remain the same, in others we can assist to a deep transformation. 
92 GOLEMAN D., Intelligent Leadership, Executive Excellence, 2000;
 GOLEMAN, BOYATZIS, & MCKEE, Primal leadership, 2002.
82
83
(1)  Interaction of these Competencies.
These   competencies  are,   of   course,   closely   intertwined,  with  a  dynamic
relationship among them:
• Self­awareness is the foundation for the rest: without recognizing our
own  emotions,  we  will   be  poor  at  managing   them,  and   less  able   to
understand them in others. Self­awareness also plays a crucial role in
empathy,   or   sensing   how   someone   else   sees   a   situation.   In   short,
self­awareness   facilitates   both   empathy   and   self­management,   and
these two, in combination, allow effective relationship management. EI
leadership, then, builds up from a foundation of self­awareness.
• Social awareness, and particularly empathy, supports the next step in
the leader’s  main task: driving resonance93.  By being attuned to how
others feel in the moment, a leader can say and do what’s appropriate,
whether that means calming fears, assuaging anger, or joining in good
spirits. Being in tune with employees also lets a leader to spot and focus
over the shared values and priorities that can guide the group.
93 See the further paragraph.
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5 Primal Leadership.
Yet Goleman goes much further than all of this, and stretches his explanation
to Bass' theory of leadership which recognizes the role of the leader as the
idealized person who influences the others, the role model for the followers.
Indeed,  in  another of his books  Goleman calls the leadership so far portrayed
as primal leadership to mean that this emotional task of the leader is primal
in   two  meanings:   it   is   both   the   original   and   the  most   important   act   of
leadership. It might seem incredible but even in the context of   the modern
organization,   this  original  emotional   task   is   still   paramount:   driving   the
collective emotions in a positive direction and cleaning the environment by
toxic emotions. We believe this primal dimension of leadership, though often
invisible or ignored entirely, determines whether everything else a leader does
will work as well as it could. And this is why emotional intelligence matters so
much for leadership success.
Quite simply,   in any human group the leader has maximal power to sway
everyone’s  emotions.  Because  the  leader’s  way of  seeing  things  has  special
weight, leaders manage meaning for a group, offering a way to interpret or
make   sense   of,   and   so   react   emotionally   to   a   given   situation.   If   people’s
emotions are pushed toward the range of enthusiasm, performances can rise
beyond the expectations; on the contrary if people are driven toward rancor
and anxiety, they will be thrown off stride and their performances will sink.
This   points   out   another   important   aspect   of  primal  leadership:   its   effects
extend far beyond ensuring that a job is well done: followers also look to a
leader for supportive emotional connection, what we've called empathy.
The key, of course, to make primal leadership work to everyone’s advantage,
lies   in   the   leadership   competencies   of  emotional   intelligence:  how   leaders
85
manage themselves and their relationships. Leaders who are able to maximize
the benefits of primal leadership are also able to drive the emotions of those
they lead in the right direction due to what we'll call resonance.
A Resonance.
What is resonance, and why is it so important? We can define resonance as a
reservoir of positivity that ignites passion and frees the best in people. When
leaders drive emotions positively, they bring out everyone’s best. We call this
effect  resonance.   When   they   drive   emotions   negatively,   leaders   generate
dissonance, undermining the emotional foundations that let people shine. The
reason of this (of why a leader’s manner not just what a leader  does, but how
he does it)  matters so much  and lies in the design of human brain. Because it
is far beyond my competencies and the topic of this thesis, I suggest the reader
refer to a  specialized text94. 
Anyway, to make it very simple, our brain is designed in a way that makes us
relying  on  connections  with  other  people   for  our  own emotional   stability95.
What we've said so far shows pretty easy why  the leader is the one leading the
trend of emotions because he has what Bass96  called the idealized influence
that makes him   the most charismatic element of the team, his attitude affects
the moods of his direct reports, and a domino effect ripples throughout the
94 THOMAS LEWIS, FARI AMINI, and RICHARD LANNON,  A General Theory of  Love,
2000;
LISA BERKMAN, “Emotional Support and Survival after Myocardial Infarction,”  Annals of
Internal Medicine, 1992;
ANIKA ROSENGREN, “Stressful Life Events, Social Support and Mortality in Men Born in
1933,”British Medical Journal 207, no. 17,1983.
95 HOWARD   FRIEDMAN   and   RONALD   RIGGIO,   “Effect   of   Individual   Differences   in
Nonverbal Expressiveness on Transmission of Emotion,  ”Journal of Nonverbal Behavior”
1981;
JANICE R. KELLY and SIGAL BARSADE, “Moods and Emotions in Small Groups and Work
Teams,” working paper, Yale School of Management, 2001;
BARTEL   C.   and   SAAVEDRA   R.,   “The   Collective   Construction   of   Work   Group  Moods”,
Administrative Science Quarterly;
SIGAL BARSADE and DONALD E.  GIBSON, “Group Emotion:  A View from the Top and
Bottom”, Research on Managing Groups and Teams, 1998.
96 BASS BERNARD M., Transformational Leadership ­ Second Edition 2006.
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company’s emotional climate97.
Goleman states that since people pay close attention to a leader, even subtle
expressions of emotion can have great impact. The greater a leader’s skill at
transmitting emotions, the more forcefully and effectively the emotions will
spread98. 
B Dissonance.
Continuing to describe the dynamics of leadership and groups, Goleman shifts
his focus from the positive effect the leader can have over his follower to the
negative effects, and, continuing the metaphor, he calls it dissonance.
The dissonant leader is out of touch with the feelings of   his followers, so he
often drives the group into a downward spiral from frustration to resentment,
rancor   to   rage.  When   such   leaders   fail   to   empathize  with,   or   to   read   the
emotions of,  a  group accurately,  they create dissonance,  sending needlessly
upsetting messages.  Dissonant leaders  produce groups that feel emotionally
discordant, in which people have a sense of being continually off­key and the
resulting   collective   distress   and   frustration   become   the   group’s   main
preoccupation,   displacing   the   attention   they   need   to   give   to   the   leader’s
message or to the firm's mission. In any work setting, the emotional and the
business   impact   of   a   dissonant   leader   can   be   gauged   easily:   people   feel
off­balance,   and   thus   perform   poorly.  Summarizing,   dissonance   dispirits
people, burns them out, or sends them packing.
There’s another personal cost to dissonance: people working in toxic­dissonant
environments take the toxicity home99.
Goleman lists many ways of being dissonant. He   develops a portrait of     a
97 WALLACE BACHMAN,   “Nice  Guys  Finish  First:  A  SYMLOG Analysis   of  U.S.  Naval
Commands” in The SYM­LOG Practitioner: Applications of Small Group Research, 1988.
98 JENNIFER M. GEORGE AND KENNETH BETTENHAUSEN, “Understanding Pro­social
Behavior, Sales Performance, and Turnover: A Group­Level Analysis in Service Context,”
Journal of Applied Psychology 75, no. 6, 1990.
99 DOLF ZILLMAN, Mental Control of Angry Aggression, in  Handbook of Mental Control,
1993.
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leader  similar   to  Bass'   pseudo­transformational   leader:   “some   dissonant
leaders, however, are more subtle, using a surface charm or social polish, even
charisma,   to  mislead and manipulate.  Those   leaders  don’t   truly  hold   their
professed values, or they lack empathy, caring about little other than their own
advancement.   When   followers   sense   that   kind   of   insincerity   ­   when   a
manipulative leader feigns friendliness, for instance ­ the relationship dissolves
into   cynicism   and   distrust100”.  Exactly   as   for   the   pseudo­transformational
leader, dissonant leaders may seem effective in the short run but wherever
they work in an organization, the legacy of their tenure marks a tell­tale trail
of   lack   of   motivation   and   apathy,   anger   and   resentment.   Despite   any
short­term rise in performance, if a leader resonates exclusively in the negative
emotional range, eventually the effect will be to burn people out. Such leaders
transmit their own emotions but they don’t receive any; they neither listen to
nor care about other people.
We   have   seen   resonance   and   dissonance   as   the   two   major   poles   of   EI
leadership.   These   effects   can   be   imagined   in   terms   of   two   dimensions:
emotional tone and empathic synchrony. The first dimension, which tracks the
emotional tone and impact of a leader’s actions,  may be positive or negative.
The other dimension reflects the leader's empathy: whether or not people are
in synchrony with the leader’s emotional “tonality”, and the leader with theirs.
100GOLEMAN D., Primal Leadership: Learning to Lead with Emotional Intelligence, 2002.
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6 Practical effects of EI in the working place.
In   the   previous   part   of  my  work   we've   seen  many   statement   about   the
importance of a correct style of leadership and about the role that EI plays in
having  it;   in   fact   it   is  a  key  factor   in an  individual's  ability   to be  socially
effective and can be called a key factor of effective leadership due to the fact it
can heavily influence the quality and effectiveness of social interactions with
other individuals101.  We've read that EQ affects more than IQ performances
and  how  it  plays  a  bigger   role   than  expertise   in  determining   outstanding
performance. Robert Kerr et al.102 found out that the total EI score displayed a
strong positive correlation with supervisors ratings about subordinates, due
mainly to the abilities of perceiving (empathy) and using emotion (social skills)
of the high EI rating leaders, and that employees perceptions of supervisor
effectiveness are strongly related to the EI of the supervisor. But Goleman103
went  much   further   than   just   assuming   that,   and   he   said   that   emotional
intelligence   “is   twice   as   important   as   purely   cognitive   abilities”   for   star
performers and that a higher score on EI was the only difference from normal
performer in 90% of the cases. Other researchers104 raise this relation to four to
one. If possible, the data105 about the comparison between the stars106 and the
average performers are even more astonishing, and they are divided in three
clusters in reason of job complexity:
1. For the simpler jobs, top performers produced three times more output
101HOUSE R. J. and ADITYA R. N., The Social Scientific Study of Leadership:  quo vadis.
Journal of Management Vol 13, 2002.
102KERR ROBERT, GARVIN JOHN, HEATON NORMAN and BOYLE EMILY, Emotional
Intelligence   and   Leadership   Effectiveness,   Leadership   &   Organization   Development
Journal, Vol 27, 2006.
103GOLEMAN D., Working with emotional intelligence, 1998.
104ESHAFANI   N.,     GHEZE   SOFLU   H.,   Emotional   Intelligence   And   Transformational
Leadership in Physical Education Managers.
105HUNTER   E.H.,   SCHMIDT   F.L.,   JUDIESCH  M.K.,   Individual   differences   in   output
variability  as a function of job complexity. Journal of Applied Psychology, 1990
106The very best 1% performers.
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than those in the bottom 1% and  52% more than the average.
2. For jobs of medium complexity, top performers produced twelve more
output than those at the bottom 1% and  85% more than the average.
3. For the most complex jobs the comparison was made not between the
stars  and bottom­liners  but  only  between  the  stars  and  the  average
performers, and the results were that top performers were 127% more
performing than the mediocre.
Going further  into  Primal leadership107  he claims that a good environment,
where   there   is   a   good  resonant  and   an   emotionally   trained   leader,   may
enhance the production of the company from 20% to 30%, and he quotes a
study108  claiming   that   by   increasing   the   emotional   improvement   of   the
environment by 1% you achieve a 2% increase of  profit. This is due to the fact
that  employees  who   feel  upbeat  will   likely  walk  the   “extra  mile”   to  please
customers and therefore  they will improve the bottom line.
But the performance isn't  determined by the climate itself.  The factors are
obviously  far more complex.  Goleman's analysis suggests that,  overall,  how
people feel about working in a company can be considered accountable  for 20
to 30 percent of the global business performance. Getting the best out of people
pays off in hard results. But if climate drives business results, what drives
climate? As we've so far tried to demonstrate roughly 50 to 70 percent of how
employees perceive their organization’s climate can be traced to the actions of
one person: the leader109. 
Savoy  et   al.  found   that   individuals   excelling   in   the   ability   to   perceive
accurately, understand and appraise others' emotions (i.e. empathy) were able
to better respond with flexibility to changes in their social environments and to
build supportive networks.
107GOLEMAN, BOYATZIS, & MCKEE, Primal leadership, 2002
108Presented   by   LYLE  SPENCER  at   the   19  April   2001  meeting   of   the  Consortium   for
research on Emotional Intelligence in Organizations.
109STEPHEN P. KELNER JR., CHRISTINE A. RIVERS, and KATHLEEN H. O’CONNELL,
“Managerial Style as a Behavioral Predictor of Organizational Climate” 1996.
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As the work of Rosete and Ciarrochi110 suggests,  leaders higher on EI are more
likely to achieve business outcomes and be considered as effective leaders by
their   subordinates   and   direct   manager;   this   because,   in   relation   to
performance, for a manager   delivering outputs but also, and probably even
more, dealing in a positive way with colleagues and staff is not only  important
but essential. 
In short, leaders’ emotional states and actions do affect how the people they
lead will feel and therefore perform. How well leaders manage their moods and
affect   everyone   else’s   moods,   then,     is   not   just   a   private  matter,   but   a
determining factor in how well a business will do111.
110ROSETE DAVID and CIARROCHI JOSEPH, Emotional intelligence and its relationship to
workplace performance outcomes of leadership effectiveness, Leadership & Organization
Development Journal, Vol 26, N° 5, 2005.
111GEORGE AND BETTENHAUSEN, “Understanding Pro­social Behavior”;
NEAL M. ASHKANASY and BARRY TSE, “Transformational Leadership as Management of
Emotion: A Conceptual Review” in NEAL M. ASHKANASY, CHARMINE E. J. HARTEL,
and WILFFRED J.  ZERBE,  Emotions in the Workplace: Research, Theory and Practice,
2000.
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Part III: Business Application.
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1 Introduction
This   third  and  last  part   is  devoted   to  a  presentation  of   the  results  of  my
empirical investigation. 
The sample of  this  study is   limited to  two multinational  Italian  firms and
based on a questionnaire112  submitted to their HR directors.  Therefore,  the
results  of   this  study are  limited to  the perceptions and experiences of   this
sampled  group.  Despite   these   limitations,  my hope   is   that  a   study of   this
nature   would   hopefully   contribute   to   the   generation   of   new   ideas   and
perspectives about leadership practices.
2 Empirical Investigation: 
A Guidelines.
The following research questions guided the preparation of the questionnaire:
1. Is   there   any   awareness   about   the   new   leadership  model   known   as
Transformational Leadership? 
2. How leadership is evaluated within the organization?
3. Is Emotional Intelligence taken cognizance of within the organization? 
B Results.
1. Defining leadership as "the ability to lead a group to a given goal and to
trigger   positive   feelings   in   people   subject   to   direction   through   proper
motivation", how much does this element weigh in the evaluation of managers
and executives in your organization? Indicate a mark from 1 to 10.
Subject A Subject B
7 8
112See appendix.
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2.   Which   of   the   following   components   of   leadership   are   considered?
Mark the components taken into account in the following list and indicate how
much importance is given to each of them by giving it a value from 0 to 3  
[3 = the most important, 2 = very important, 1 = important, 0 = not taken into
consideration].
ITEMS Subject A Subject B
Proficiency in leading a
group
3 2
Ability to work in groups 1 2
Ability to influence others 2 0
Communicative Skills 2 1
Problem Solving 2 3
Capacity of initiating and
managing changes 2 3
Ability to sense others'
development needs and
bolstering their abilities
0 2
Ability to create horizontal
and vertical bonds within the
organization
0 3
Service Orientation 0 3
Ability to create and to
pursue a shared vision 0 3
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3. Which techniques / tools are used to evaluate these components?
Subject A Subject B
• Situational Leadership113 – LEAD
• Managerial Styles114 – Hay Group
• Belbin115 – Three Circle Partners
No formal techniques or tools are used to
evaluate those “soft” skills but the
supervisor's judgment.
4. Goleman defines emotional intelligence as “the capacity for recognizing our
own feelings and those of others, for motivating ourselves, and for managing
emotions  well   in  ourselves  and  in  our   relationships”.  how much does     this
element   weigh   in   the   evaluation   of   managers   and   executives   in   your
organization? Indicate a weight from 1 to 10.
Subject A Subject B
7 6
113A person's leadership style, range, and adaptability can be determined from the LEADSelf
and LEADOther questionnaires. By applying the principles of the situational leadership
theory a leader is able to identify a task, set goals, determine the task maturity of the
individual or group, select an appropriate leadership style, and modify the style as change
occurs.
114Based   on   the  work   of  Litwin  and  Stringer   the  Managerial  Style  Questionnaire  helps
managers   to   identify   which   leadership   styles   (i.e.   Coercive,   Authoritative,   Affiliate,
Democratic, Pacesetting, Coaching) they rely on most and when those styles are most and
least effective.
115A   team   assessment   program   aiming   to   improve   individual,   team   and   organizational
performance by developing sound communication, optimizing individual  contributions and
enabling productive team and cross­team collaboration.
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5. Compared with technical skills and experience, Emotional Intelligence is...
Subject A Subject B
...as much as important. ...as much as important.
6. Which of the following components of Emotional Intelligence are taken in
account within your organization?
Mark the components taken into account in the following list and indicate how
much importance is given to each of them by giving it a value from 0 to 3  
[3 = the most important, 2 = very important, 1 = important, 0 = not taken into
consideration].
Component Subject A Subject B
Self-Awareness: the ability to
recognize and understand your
moods, emotions and drives, as
well as their effects on others.
3
0
Self Regulation: the ability to
control or redirect dissonant
impulses and moods.
1
Motivation: a passion to work
for reactions that go beyond
money or status.
2
Empathy: the ability to
understand the emotional makeup
of other people and treat with
them according to their emotional
reactions.
3
Social Skill: proficiency in
managing relationships and
building networks.
2
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7. Which techniques / tools are used to evaluate these components?
Subject A Subject B
• Assessment on Emotional 
Competencies  (ESCI)116 – Hay 
Group
• Pathfinder117 – Career System
No formal techniques or tools are used to
evaluate those “soft” skills, but the
supervisor's judgment.
8.  Please   indicate  how  much   you   agree   or   disagree  with     this   statement:
“leadership   is   intrinsically  an  emotional  process  whereby   leaders:   recognize
followers’ emotional states, attempt to evoke emotion in followers, and then seek
to manage followers’ emotional states accordingly”.
Subject A Subject B
Strongly Agree Somewhat Disagree
C Analysis
The results  obtained from this  assessment show that even though the real
world is different from the theoretical elaborations of the scholars, and that
therefore these, put to the test, often remain disappointed. Nevertheless, and
despite the small size of the sample taken into account, you can still notice
some similarities on the common ground of transformational leadership while
116Based on decades of research across hundreds of roles and organizations made by Daniel
Goleman and Richard Boyatzis, the Emotional and Social Competency Inventory (ESCI) is
a research­based feedback tool. It describes 12 competencies that differentiate outstanding
performers from average performers. It is used when coaching individuals, and in helping
teams improve their effectiveness.
117The   Pathfinder   Career   System   is   used   to   provide   efficient   and   objective   means   of
selfunderstanding,   showing   differentiated   strengths,   and   addressing   developmental
opportunities.
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less attention is paid to the elements characterizing the emotional intelligence
by both parties. 
It  would have been  interesting to  investigate the effects  of  the adoption of
certain   policies   and   leadership   styles   on   staff   retention,   turnover   and
productivity but due to lack of time, space and resources it was not possible
here. I hope that I will have the opportunity to take up this work in the future
or   that   someone   will   be   inspired   to   continue.   This   may   be   explained
remembering how being provided with formal tools for assessing leadership is
generally   a   characteristic   of   multinational   companies,   which   are   very
structured and whose culture is so different from the one of the typical Italian
companies which, even when big or when they have become multinationals,
they  were   born   as   and   designed   on   a   small   or  medium­sized   family­run
business.   The  legacy   of   these   "humble"   origins   can   be   traced  within   the
organizations even after a long time and often continues to form the basis of
the corporate culture throughout the life of the organization itself.
In fact it is not unusual in the Italian corporate landscape to find examples of
large   and   well   established   firms   characterized   by   a   highly   centralized
corporate culture and where the management of human resources is not fully
guided   yet by models of quality management; rather we can say that they
constitute   the   norm   among   those   who   have   not   faced   yet   the   first
intergenerational transfer118 and they are a good majority of the total. This is
because, as it is generally known, and in any case it should be clear at this
point   of   the  work,   the   influence,   both   direct   and   indirect,   that   a   highly
charismatic   leader,   as   often   the   founder   is,   may   have   on   the   entire
organization   is   extremely   pervasive:   the   organization   was   created   and
developed around such figure, it absorbs his traits, it reflects his strengths and
weaknesses and its culture inevitably tends to coincide with his. This model
may   give   rise   to   a   situation   in   which   a   “quantum   leap”   (id   est  the
118Often the need to structure and create formal mechanisms was "latent" in the organization
before  this moment but, in my opinion, then it becomes necessary.
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reconfiguration of the entire organizational system) is needed. This necessity
that is neither easy nor immediate, and more important, nor riskless to obtain,
may occur when formal mechanisms are absent and the charismatic   leader,
who had always  been the  authority for everything and had  run the company
in an informal way, dies. 
Without going offtopic, what we can say is the more an organization operates
in   the   absence   of   formalized   structures   and  mechanisms,   the   greater   is,
paradoxically, the need for leaders who can cope effetively with change, who
are able to create a new vision and drive their followers towards it.
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Conclusion.
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This   dissertation   began   with   the   assumption   of   traditional   transational
leadership   theories  being   inadequate   for   this   complex   fast­changing  world.
Indeed,  often important influential factors are not taken into consideration in
order   to   obtain   a   full   understanding   of   the   leadership   phenomenon   and
everything is reduced to a bargain in which anything beyond this is refused.
The   refusal   to   go   beyond   the   traditional   conception   of   the   leader­follower
relationship as a  merely economic fact, rather than frame it more properly as
something economic with social and psychological implications, clashes with
the   current   reality  where   the   forces   of   change   affect  more   than   ever   the
organizational world making the issue of adapting to the change a matter of
life or death.
Rather it is precisely because of the complexity of those social processes, so
frequently   ignored,   the   reason   why   leadership   and   human   resources
management are of the utmost importance in determining the success or the
failure of any attempt to change.
New theories have been shaped in these last years which   have taken into
consideration   the human factor more than before and two of these have been
investigated   in   the   course   of   this   paper,   transformational   leadership   and
emotional   intelligence,  and  it  has been tried to carve out the  figure  of  the
modern ideal leader. 
This modern leader I have tried to portrait in these pages,  is a leader who
considers the man as a whole, thus surpassing the concept of man as  homo
oeconomicus echoing in the old paradigm of transactional leadership. But he's
even something more, in fact we could say that in these last years we have
assisted   to   a   true   turning   point,   what   is   the   leader's   call:   the   leader's
responsibility  is  not    just  to  manage  his subordinates   anymore and try to
obtain   their   best   perfomance,   rather   he's   responsible   of   something  more
ambitious, he has to lead his followers to perform always better and, and that
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is the key to be always better.
What happened, and is happening, is that scholars and scholars of leadership
by teaching both the captains of industry in the trench reached the realization
that organizations are made of two complementary souls, a  hard(ware/core)
one made of rules and material things and another one soft(ware/core) made of
people and ideas. Perhaps most importantly, they have accompanied this with
a new awareness with  even more disruptive effects, that is the rules which
work for one of them do not work equally well with the other one. They found
out that  an improvement in production is less expensive and easier to obtain if
you motivate employees rather than building new facilities, and that the total
quality can only be achieved through a dual action on both the components of
the   organization,  managing   to   combine   the   best   technology  with   the   best
minds and people. Hence the need for new leaders who are able to retain talent
and grow professionally within the organization, able to create the concordance
about   a   vision   and   lead   the   followers   to   it,   in   other  words,   the  need   for
emotionally intelligent transformational leaders .
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† Questionario Di Rilevazione Delle Prassi Organizzative
LA LEADERSHIP IN AZIENDA:
QUESTIONARIO DI RILEVAZIONE DELLE PRASSI ORGANIZZATIVE
1. Definendo la leadership come “la capacità di condurre un gruppo verso
un dato obiettivo ed innescare sentimenti positivi nelle persone che si
dirigono, coinvolgendole attraverso una adeguata motivazione”, quanto
pesa   questo   elemento   nella   valutazione   dei   dirigenti   della   vostra
organizzazione? Indicare un peso da 1 a 10.
2. Quali   tra   le   seguenti   componenti  della   leadership  vengono  valutate?
Segnare  nell'elenco   le   componenti   prese   in   considerazione  e   indicare
quanta importanza viene attribuita a ciascuna di esse attribuendole un
valore da 0 a 3 [3 = tra i  più   importanti;  2 = molto  importante; 1 =
importante; 0 = non è presa in considerazione].
 Capacità di dirigere un gruppo di lavoro
 Capacità di essere membro di un gruppo di lavoro
 Capacità di influenzare gli altri
 Capacità di comunicazione
 Abilità di risolvere conflitti
 Essere in grado di fungere da catalizzatore per il cambiamento
  Capacità   di   comprendere   e   sviluppare   appieno   il   potenziale   dei
propri collaboratori e sottoposti
 Capacità di costruire legami orizzontali e verticali all'interno 
dell'organizzazione
 Capacità di riconoscere e raggiungere i desideri del cliente
104
 Capacità di creare una visione condivisa e di guidare il gruppo verso
il raggiungimento della stessa.
3. Quali   tecniche/strumenti   vengono   utilizzati   per   valutare   queste
componenti?
4. Goleman   definisce   l'intelligenza   emotiva  come   “la   capacità   di
riconoscere le emozioni in noi e negli degli altri, di motivare noi stessi e
di  gestire  bene   le   emozioni  dentro  noi   stessi   e  nelle  nostre   relazioni”;
quanto pesa questo elemento nella valutazione dei dirigenti della vostra
organizzazione? Indicare un peso da 1 a 10.
5. Rispetto alle capacità tecniche ed all'esperienza, quanto ritiene 
importante l'intelligenza emotiva?
6. Quali   delle   seguenti   componenti   dell'intelligenza   emotiva   vengono
valutate? Segnare nell'elenco le componenti prese in considerazione e
indicare   quanta   importanza   viene   attribuita   a   ciascuna   di   esse
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È meno importante
È un prerequisito rispetto alle altre
È più importante
È parimenti importante
attribuendole un valore da 0 a 3 [3 = tra i più importanti; 2 = molto
importante; 1 = importante; 0 = non è presa in considerazione].
 Autoconsapevolezza, definita come “l'abilità di saper riconoscere i
propri umori, le proprie emozione, le proprie motivazioni e gli effetti che 
hanno sugli altri”;
 Autocontrollo, definito come “l'abilità di controllare e/o ridirigere 
emozioni ed impulsi dissonanti”;
 Motivazione personale, definita come “una passione per il lavoro 
fondata su basi differenti dal denaro e dallo status”;
 Empatia, definita come “l'abilità di riconoscere e comprendere le 
emozioni nelle persone che ci circondano e di trattare con loro 
conseguentemente”;
 Abilità sociali, definite come “la capacità di gestire relazioni e 
creare reti di rapporti all'interno come all'esterno delle organizzazioni di
riferimento”.
7. Quali   tecniche/strumenti   vengono   utilizzati   per   valutare   queste
componenti?
8. Goleman   sostiene   che   “la   leadership   è   un   processo   intrinsecamente
emozionale nel quale i leader sono chiamati nell'ordine: 
➢ a riconoscere gli stati emotivi dei propri collaboratori
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➢  a provare a suscitare in loro emozioni costruttive, 
➢ quindi  a cercare di gestire tali stati emotivi ed ad interagire con i
propri collaboratori  conseguentemente”. 
Quanto si ritiene in accordo con questa affermazione?
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Per niente d'accordo
Abbastanza d'accordo
Molto d'accordo
Poco d'accordo
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